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The  Honorable  Milton  J.  Shapp 
Governor  of  Pennsylvania 
Commonwealth  of  Pennsylvania 
Harrisburg,  Pennsylvania  17122 

Dear  Governor  Shapp: 

In  presenting  the  report  of  The  Governor's  Review  - 1975,  I have  taken  the 
liberty  of  including  some  comments  of  my  own.  Serving  as  chairman  of  this 
study  has  provided  me  with  an  opportunity  to  observe  state  government  at 
close  range.  I would  like  to  share  with  you  certain  conclusions  I have 
reached  as  a result  of  this  exposure. 

Of  primary  importance  is  the  need  to  restate  the  function  of  government:  to 
serve  the  citizens  of  the  state.  Recent  statements  by  state  employee  union 
leaders  indicate  that  government  employees  may  have  lost  sight  of  this  basic 
purpose.  The  advent  of  Public  Employee  Relations  Act  195  and  subsequent 
recognition  of  state  employee  unions  have  brought  problems  which  the 
government  is  ill-prepared  to  handle.  Successful  labor  relations  require  the 
ability  to  negotiate  and  administer  contract  agreements  while  still  preserving 
management's  interests  and  rights,  management,  that  is,  representing  the 
taxpayers.  Most  government  administrators , however,  lack  the  experience 
and  expertise  to  fulfill  this  responsibility.  There  is  need  for  major  changes 
in  administrative  techniques  and  training.  Some  of  our  most  important 
recommendations  are  directed  to  this  problem. 

To  a corporate  executive,  the  job  of  Governor  appears  impossible.  Some  60 
major  departments  look  to  you  for  guidance,  your  relations  with  the  General 
Assembly  are  crucial  and  a variety  of  public  duties  make  strong  demands  on 
your  time.  Our  review  addressed  responsibilities  in  the  area  of  internal 
government  operations — budgets,  labor  relations  , management  development, 
support  functions  and  the  like.  These  activities  require  continuing  management 
direction  and  strengthened  administrative  control.  We  propose  having  them 
coordinated  by  a state  manager  with  an  extensive  administrative  background 
who  would  report  to  the  Governor.  In  this  way,  sufficient  high-level  guidance 
would  be  available  on  an  ongoing  basis  without  undue  expenditure  of  the 
Governor's  time.  A particularly  important  area  would  be  the  budget  and 
financial  management  function.  Several  proposals  have  been  made  to  improve 
overall  cost  control  and  accountability  in  government  operations  since  this  is 
a key  element  in  efficient  administration. 
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Probably  the  most  disturbing  problem  facing  the  state  concerns  its  employee 
pension  plans.  These  programs  are  underfunded  by  an  estimated  $5-billion. 
What  is  more  important,  the  excessive  level  of  benefits  and  the  unrealistic 
provisions  of  the  plans  ensure  that  the  deficit  will  increase  dramatically  in 
the  future.  There  is  no  justification  for  public  employees  enjoying  benefits 
which  supporting  taxpayers  cannot  afford  for  themselves.  Proposals  have 
been  made  to  revise  the  programs  in  line  with  acceptable  industry  standards 
and  sound  fiscal  management. 

Another  area  which  requires  concentrated  attention  is  the  survival  of  private 
colleges  and  universities  in  the  face  of  competition  from  state-owned  and 
state-related  institutions.  The  subsidies  provided  these  schools  have  resulted 
in  comparatively  low  tuition  levels  which  tend  to  attract  an  increasing  number 
of  students.  Again,  this  places  an  undue  burden  on  the  taxpayer  since  the 
private  schools  are  largely  self-supporting.  Adjusting  fees  of  the  state  sup- 
ported schools  to  approach  actual  operating  costs  and  reducing  the  level  of 
state  aid  would  benefit  both  private  and  state  institutions  by  preserving  a total 
educational  system. 

One  final  observation:  in  the  past  five  years  the  state's  population  has 
increased  one-half  of  one  percent.  During  that  same  period,  state  employees 
have  increased  at  a rate  21  times  greater  than  the  population  as  a whole. 
Although  our  review  was  not  specifically  directed  at  reducing  employees,  it 
is  obvious  this  trend  must  be  reversed  or  at  some  point  in  time  public  employees 
will  overwhelm  the  taxpayers. 

The  members  of  this  review  have  attempted  to  look  at  Pennsylvania's  govern- 
ment as  a business  because  so  many  principles  of  operation  apply  to  both 
government  and  industry.  However,  there  is  an  inertia  in  state  government 
which  can  militate  against  change.  Our  recommendations,  if  carried  out  by 
the  administration  and  the  General  Assembly,  can  save  the  state's  taxpayers 
many  millions  each  year.  This  will  only  happen  if  one  responsible  individual 
takes  it  upon  himself  to  see  that  changes  occur.  We  look  to  you  as  that  person 
and  assure  you  of  our  support  in  this  tremendously  important  task. 

Thank  you  for  your  encouragement  and  assistance.  It  has  been  a privilege, 
through  you,  to  serve  the  state. 
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FOREWORD 


The  first  Governor's  Review  was  completed  in  1972. 
Because  of  the  success  of  this  first  study,  Governor  Milton 
J.  Shapp  authorized  the  formation  of  a second  task  force, 
chaired  by  John  E.  Angle,  to  develop  The  Governor's 
Review  - 1975  through  an  Executive  Order  issued  Feb- 
ruary 12,  1975.  The  thrust  of  this  effort  was  carefully 
designed  to  reinforce  and  extend  the  impressive  results 
achieved  by  the  1972  program.  The  objective  was  to 
provide  opportunities  to  realize  additional  benefits 
through  intensive  analysis  of  areas  which  were  beyond 
the  scope  of  the  earlier  study  or  which  have  developed 
since  that  time. 

The  importance  of  continuing  efforts  to  control  govern- 
ment costs  is  illustrated  by  the  fact  that  Pennsylvania's 
general  fund  expenditures  increased  65%  from  fiscal 
1 969  to  fiscal  1 972.  They  rose  an  additional  34%  — to  a 
total  of  $4. 33-billion  — in  the  period  from  fiscal  1972  to 
fiscal  1975.  Although  still  significant,  the  growth  rate  of 
expenditures  did  show  some  improvement  during  this 
period.  The  decline  in  the  rate  of  increase  is  attributed  , in 
part,  to  the  cost  control  efforts  engendered  by  The  Gover- 
nor's Review  - 1 972. 

It  has  been  the  intent  of  The  Governor's  Review  - 1 975  to 
concentrate  on  areas  of  high  savings  potential.  Again,  the 
major  concern  was  to  determine  how  government  ser- 
vices could  be  provided  to  citizens  in  the  most  efficient, 
expeditious  and  economical  manner.  To  accomplish  this 
objective,  recommendations  were  developed  which 
were  directed  at: 

• Extending  the  benefits  and  improvement  oppor- 
tunities of  The  Governor's  Review  - 1972  by  reexa- 
mining 43  unimplemented  recommendations  which 
could  have  a major  impact  on  operations.  The  aim 
was  to  modify  or  revise  proposed  implementation 
approaches  to  overcome  existing  obstacles. 

• Devising  specific  solutions  to  more  than  40  new 
organizational,  operational  and  functional  problems 
identified  by  key  members  of  the  administration. 
These  efforts  were  limited  to  major  impact  areas  in- 
volving either  a single  organizational  element  or  a 


functional  area  cutting  across  a number  of  depart- 
ments or  agencies. 

• Identifying  specific  areas  where  the  management  of 
educational,  social  service  and  rehabilitation  institu- 
tions could  be  improved  by  adopting  innovative  solu- 
tions to  traditional  problems. 

In  developing  a program  within  this  defined  scope,  it  was 
recognized  that  a major  challenge  existed  in  the  task  of 
trying  to  surpass  the  results  attained  by  the  initial  study. 
However,  this  was  one  of  the  goals.  Therefore,  the  mem- 
bers of  the  Governor's  Review  - 1975  have  taken  the 
implementation  process  a step  further.  In  this  study,  rec- 
ommendations have  been  expanded  to  provide  detailed 
plans,  strategies  and  accountabilities  forthe  implementa- 
tion process.  Although  some  proposals  recommend 
changes  in  existing  positions  and  agencies,  implementa- 
tion responsibilities  have  been  assigned  to  the  positions 
or  activities  which  had  responsibility  for  the  area  discus- 
sed at  the  time  of  the  study.  The  determination  of  practical 
implementation  approaches  has  led  to  the  elimination  of 
any  recommendations  not  considered  feasible  in  the  near 
future. 

This  report  presents  only  an  abstract  of  the  documenta- 
tion developed.  All  of  the  recommendations  are  sup- 
ported by  detailed  backup  information  and  explanations 
contained  in  the  review's  files.  These  will  be  available  for 
use  in  the  implementation  process. 

To  carry  out  the  1 6-week  review  program,  approximately 
54  executives,  managers  and  technical  specialists  were 
supplied  on  a full-time,  volunteer  basis  by  industrial, 
commercial  and  service  organizations  in  the  Common- 
wealth of  Pennsylvania.  An  additional  22  specialists  were 
made  available  on  a part-time  basis.  Program  guidance 
was  supplied  by  the  consulting  firm  of  Warren  King  and 
Associates,  Chicago.  The  cost  of  the  project  — over  $1- 
mi  I lion  — was  contributed  either  in  manpower,  equip- 
ment or  direct  financial  backing  by  the  private  sector  of 
Pennsylvania.  The  195  sponsors  are  listed  in  the  final 
section  of  the  report.  The  state  supplied  office  space, 
supplies  and  secretarial  support. 


The  report  has  been  organized  into  six  broad  categories  of 
study.  These  include:  Education;  Welfare  and  Mental 
Health;  Health,  Hospitals  and  Correction;  Human  Re- 
sources; Financial  Management;  and  Physical  Resources. 
Recommendations  within  these  categories  cover  specific 
institutions,  departments  or  agencies  as  well  as  functional 
activities  which  encompass  several  government  opera- 
tions. Overviews  describing  study  areas  and  findings  are 
presented  with  each  section.  Recommendations  have 
been  numbered  sequentially  and  indexed  by  subject  to 
aid  in  reference.  A Digest  of  Recommendations  is  in- 
cluded as  an  aid  for  reviewing  the  proposals  made  for 
each  agency  or  function. 

Review  members  worked  closely  with  state  government 
personnel,  some  of  whom  were  involved  in  the  previous 
study.  They  were  able  to  provide  team  members  with 
much  valuable  data.  Many  of  the  proposals  presented  are 
a direct  result  of  state  employees'  enthusiastic  suggestions 
and  ideas.  The  task  force  developed  412  recom- 
mendations during  the  course  of  the  review.  As  a result  of 
the  excellent  working  relationships  which  developed, 
many  of  these  have  already  been  put  into  effect  or  are  in 
the  process  of  implementation.  The  section  on  implemen- 
tation discusses  the  approach  proposed  to  maintain  the 
momentum  already  gained  and  to  carry  out  Governor 
Shapp's  directive  to  achieve  greater  efficiency  in  gov- 
ernment management. 

All  of  the  review's  proposals  received  the  unanimous 
approval  of  an  executive  committee  consisting  of  the  six 
team  leaders  and  the  study  chairman.  Financial  calcula- 
tions were  made  by  qualified  persons  and  an  analysis  of 
the  potential  financial  impact  is  shown  below. 


POTENTIAL  FINANCIAL  IMPACT 


Savings 

Added  Income 
Cost  Avoidance 
Cost 


Annual 

$219,974,300 

93,260,100 

52,036,600 

6,535,400 


One-Time 

$ 4,750,000 
67,783,300 
68,450,000 
14,501,400 


However,  all  financial  benefits  and  costs  were  necessarily 
based  on  brief  analyses  and  may  not  always  reflect  all 
elements  involved.  Savings  were  specified  when  the  rec- 
ommended action  would  reduce  current  expenditures. 
Cost  avoidances  were  claimed  where  action  would  pre- 
clude expenditure  of  appropriated  funds  or  eliminate  va- 
cant budgeted  positions.  Increasing  fees  to  generate  in- 
come was  considered  taxation  and  deemed  outside  the 
scope  of  this  study.  However,  in  some  cases,  fees  did  not 
offset  administrative  expenses.  In  such  instances,  rec- 
ommendations were  made  to  raise  fees  to  cover  related 
costs.  Whenever  possible,  estimated  costs  for  implemen- 
tation of  individual  suggestions  were  identified.  In  some 
areas,  benefits  will  accrue  to  the  organization  involved, 
such  as  state-related  colleges.  However,  since  these  activ- 
ities require  some  degree  of  state  support,  there  is  a poten- 
tial saving  to  the  taxpayer  as  well.  Because  areas  covered 
by  institutional  and  functional  reports  overlap  to  some 
degree,  some  of  the  benefits  claimed  may  be  duplicated. 
Every  attempt,  however,  has  been  made  to  eliminate  such 
duplication. 

The  Pennsylvania  Economy  League,  which  audited  the 
prior  report,  also  provided  invaluable  assistance.  Team 
members  were  given  the  benefit  of  background  informa- 
tion, helpful  suggestions  and  access  to  the  league's  files. 

Approximately  355  recommendations  of  the  412  made 
can  be  implemented  by  executive  action.  The  remainder 
will  require  enabling  legislation. 

Essentially,  this  review  has  been  a critique  of  Executive 
Branch  operations.  As  such,  it  has  highlighted  areas 
which  need  improvement  and  does  not  address  the  dedi- 
cation, skills  and  performance  of  the  state's  employees. 
The  assistance  of  these  individuals  is  appreciatively 
acknowledged.  Their  cooperation  enabled  the  review 
members  to  accomplish  their  tasks  expeditiously  and 
have  added  immeasurably  to  the  value  of  this  project.  It  is 
the  hope  of  The  Governor's  Review  - 1 975  that  this  report 
will  provide  a base  for  continuing  efforts  to  control  gov- 
ernment expenditures.  All  of  the  members  are-ready  to  aid 
in  implementing  the  proposals  presented  here  in  any  way 
they  can. 
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Education 


The  Governor's  Review  -1975 


EDUCATION 


The  education  team  concentrated  on  three  prime  areas  of 
concern  in  the  state's  higher  education  system:  the  De- 
partment of  Education,  state-owned  colleges  and  univer- 
sity and  state-related  universities.  The  scope  of  their  study 
was  limited  to  administrative  aspects  of  these  operations. 
In  this  regard,  an  attempt  was  made  to  identify  areas 
where  management  improvements  could  be  achieved  in 
both  the  department  and  the  schools.  Specific  solutions 
were  also  sought  to  high  priority  problems  which  had 
been  identified  by  key  cabinet  members,  legislators  and 
administrators  in  regard  to  the  higher  education  system. 
These  included  the  proposed  Commonwealth  University 
System,  branch  campuses,  computer  operations,  cash 
flow  procedures,  college  catalogs,  management  staffing 
and  space  and  facility  utilization.  Finally,  various  means 
of  extending  the  benefits  projected  by  The  Governor's 
Review  — 1972  were  also  examined. 

In  conducting  the  review,  a group  of  12  businessmen 
visited  all  1 8 main  campuses  and  six  branches.  Teams  of 
two  or  more  were  used  to  provide  as  broad  a range  of 
exposure  and  cross-fertilization  as  could  reasonably  be 
achieved  during  the  16-week  study  period.  Additional 
time  was  devoted  to  visits  with  state  department  person- 
nel, attendance  at  appropriation  sessions  of  the  General 
Assembly  and  meetings  with  key  legislators,  the  Pennsyl- 
vania Higher  Education  Assistance  Agency,  the  Pennsyl- 
vania Association  of  Colleges  and  Universities  and  the 
Board  of  State  College  and  University  Directors.  A con- 
siderable amount  of  time  was  spent  with  the  presidents  of 
the  14  state-owned  institutions  in  order  to  identify  prob- 
lems in  this  area.  During  the  last  three  years,  these  schools 
have  encountered  slightly  reduced  enrollments,  rising 
costs  and  a faculty  union  contract  which  inhibits  the 
institutions  from  making  personnel  adjustments  to  reflect 
the  objectives  set  by  the  Department  of  Education  and  the 
Board  of  State  College  and  University  Directors.  At  pres- 
ent, an  average  of  83%  of  the  institutions'  annual  budgets 
are  expended  for  salary  and  benefit  costs. 

There  was  an  indication  at  the  institutional  level  that  they 
lack  information  on  the  plans  and  goals  developed  by  the 
Department  of  Education.  Both  department  and  school 
personnel  appear  to  need  a clearer  understanding  of 
overall  problems  and  requirements.  The  Master  Plan  for 
Higher  Education  developed  in  1971  addresses  itself 
rather  well  to  total  state  needs  in  this  area.  It  would  appear 
to  be  a solid  base  from  which  to  move  in  a coordinated 
manner,  only  if  the  necessary  intermediate  and  long- 
range  planning  is  accomplished  in  cooperation  with  the 
individual  institutions.  This  planning  has  not  been  done. 


At  present,  the  plan  needs  to  be  updated  to  encompass 
changes  in  enrollment  patterns,  educational  curricula 
and  department  objectives.  A series  of  recommendations 
have  been  developed  by  the  review  which  use  an  up- 
dated plan  as  a base.  A key  proposal  would  be  the  crea- 
tion of  an  executive  deputy  secretary  to  manage  the 
state-owned  institutions.  Such  direct  guidance  is  impor- 
tant in  developing  the  necessary  rapport  between  the 
department  and  the  schools  to  assure  effective  interaction 
and  provide  a stepping  stone  to  the  proposed  Common- 
wealth University  System. 

It  is  the  contention  of  this  review  that  establishment  of  a 
Commonwealth  University  System  should  be  deferred  to 
allow  for  a detailed,  well-planned  and  budgeted  evalua- 
tion of  such  an  approach.  This  would  also  permit  an 
extensive  review  of  existing  university  systems  and  the 
problems  being  encountered.  In  this  regard,  the  educa- 
tion team  took  a critical  look  at  fee  structures  in  the 
state-owned  institutions.  We  recognize  the  "right  to  edu- 
cation" premise  which  is  the  base  for  subsidized  tuition 
rates.  However,  the  desire  to  maintain  low  fee  schedules, 
coupled  with  rising  educational  costs,  has  made  the 
state-owned  schools  a major  competitor  of  private  institu- 
tions in  the  state.  If  allowed  to  continue  without  some 
effort  to  install  more  realistic  rates  in  the  state  schools,  the 
situation  may  cause  the  private  schools  to  close  their 
doors  or  seek  state  subsidies.  Since  per-student  operating 
costs  are  lower  at  the  private  institutions,  care  should  be 
taken  to  maintain  a balance  between  the  two  segments  of 
the  higher  education  system.  This  will  provide  maximum 
choice  and  opportunity  to  Pennsylvania's  students. 

In  the  area  of  state-related  institutions,  Pennsylvania 
supplies  a considerable  amount  of  operating  revenue  to 
these  schools,  but  has  virtually  no  authority  over  their 
operations.  The  Department  of  Education  should  insist  on 
greater  cooperation,  a means  of  effective  management 
relationships,  an  interchange  of  programs  and  ideas  and  a 
unified  approach  to  statewide  higher  education. 


DEPARTMENT  OF 
EDUCATION 

This  department  administers  Pennsylvania's  school  laws 
and  the  regulations  of  the  State  Board  of  Education.  It  is 
managed  by  a secretary,  appointed  by  the  Governor,  with 
the  advice  and  consent  of  the  Senate.  The  secretary  serves 
on  various  boards,  commissions,  authorities  and  councils 
while  administrative  duties  are  carried  out  by  an  execu- 
tive deputy  secretary. 
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The  department  assists  local  school  districts,  administers 
state  and  federal  funds  and  programs  and  establishes 
policies  in  regard  to  higher  education.  It  also  operates  14 
state-owned  institutions  of  higher  education.  Structurally, 
the  department  is  divided  into  two  functional  areas  — 
Basic  Education  and  Higher  Education.  Both  are  adminis- 
tered by  commissioners  while  staff  activities  are  directed 
by  an  assistant  executive  deputy  secretary.  Total  staff  is 
approximately  1 , 1 60  and  the  budget  for  fiscal  1 975  was 
about  $20-million. 

RECOMMENDATIONS 

1.  Reorganize  the  Department  of  Education. 

The  present  organization  forthe  Department  of  Education 
is  shown  on  the  chart,  directly  below.  Basically,  it  is 
divided  into  three  areas  under  an  assistant  executive  de- 


puty secretary  who  administers  certain  support  functions 
and  two  commissioners,  Basic  Education  and  Higher 
Education.  Problems  occur  because  some  of  the  opera- 
tions and  programs  span  both  the  basic  and  highereduca- 
tion  areas.  There  is  also  a need  to  provide  a centralized 
source  of  grant  processing  and  program  information.  The 
department's  relationships  with  the  state-owned  colleges 
and  university  is  another  area  which  needs  definition. 

Proposed  Approach:  The  recommended  organization 
structure  is  shown  in  the  proposed  chart  to  the  right.  The 
responsibilities  of  the  commissioner,  Basic  Education, 
would  remain  the  same.  However,  Equal  Rights,  which 
reports  to  the  assistant  commissioner,  would  become  an 
expanded  operation  — Equal  Rights  and  Opportunity  — 
under  the  supervision  of  the  assistant  executive  deputy 
secretary. 


A new  commissioner,  Special  Programs,  would  be  estab- 
lished with  responsibility  for  the  following  bureaus:  Voca- 
tional Education,  Teacher  Certification  and  Education, 
Veterans  Educational  Affairs,  Correctional  Institution 
Education,  Grants  Coordination  and  Special  Programs. 
This  area  would  then  encompass  those  activities  which 
span  both  basic  and  higher  education.  Grants  Coordina- 
tion would  be  a new  function.  The  responsibilities  of  the 
assistant  executive  deputy  secretary  would  be  expanded 
to  include  Equal  Rights  and  Opportunity  and  an  executive 
deputy  secretary,  State-Owned  Institutions,  would  be  es- 
tablished. This  new  postion  would  supervise  the  14  col- 
leges and  university  now  under  the  jurisdiction  of  the 
commissioner,  Higher  Education.  The  Bureau  of  Man- 
agement Services  would  also  report  to  this  deputy.  The 
only  other  change  in  responsibility  for  the  commissioner, 
Higher  Education,  would  be  the  transfer  of  the  Equal 
Opportunity  Office  to  the  expanded  Equal  Rights  and 
Opportunity  Office  under  the  assistant  executive  deputy 
secretary.  Implementation  will  provide  a more  effective 
organizational  structure  with  opportunities  for  increased 
service  and  efficient  operations.  Related  costs  would  be 
more  than  offset  by  potential  savings. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  take  the  steps  necessary  to  establish 
guidelines  and  schedules  for  the  proposed  changes. 


2.  Assign  functional  responsibility  for  state  col- 
lege and  university  fiscal  programs  and  activi- 
ties to  the  comptroller  in  the  Department  of 
Education. 

For  the  most  part,  financial  activities  of  these  institutions 
function  without  general  management  control.  In  many 
cases,  necessary  approvals  are  not  obtained  for  purchas- 
es, projects  are  not  itemized  in  capital  budgets  and  ex- 
penditures are  charged  incorrectly. 

Proposed  Approach:  School  business  managers  and  fi- 
nancial or  administrative  vice  presidents  — together  with 
their  staffs  and  the  budget  officers  and  their  staffs  - 
should  have  a functional  relationship  with  the  comptrol- 
ler in  the  Department  of  Education.  In  instances  where 
institutions  have  both  a business  manager  and  a financial 
vice  president,  one  position  should  be  eliminated. 

Bringing  these  fiscal  activities  under  the  functional  super- 
vision of  the  comptroller  will  permit  introduction  of  stan- 
dard operating  procedures,  appropriate  lapsing  of  funds 
and  comprehensive  fiscal  planning.  Improved  control  of 
expenditures,  standardization  of  paperwork  and  elimina- 
tion of  unnecessary  positions  could  provide  an  annual 
saving  of  $1. 5-million  although  no  specific  benefit  is 
being  claimed. 
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Implementation  Strategy:  The  department  secretary 
should  authorize  the  change  in  reporting  relationships 
and  implementation  should  be  complete  within  six 
months. 

3.  Conduct  a management  review  of  state-owned 
and  state-related  colleges  and  universities  as 
part  of  the  annual  state  audit. 

The  Department  of  Education  lacks  sufficient  information 
to  monitor  the  performance  of  management  at  the  various 
state-owned  and  state-related  schools.  The  primary  tool 
now  available  is  the  auditor  general's  report.  However,  it 
is  not  prepared  until  long  after  the  end  of  the  fiscal  period 
and  does  not  include  data  required  to  evaluate  overall 
performance.  Since  the  department  has  primary  respon- 
sibility for  managing  funds  received  by  the  institutions,  it 
should  have  a greater  awareness  of  the  various  policies 
and  practices  of  the  schools. 

Proposed  Approach:  A management  review  should  be 
performed  periodically  to  highlight  areas  which  need 
improvement  and  to  provide  a basis  for  monitoring  pro- 
gress. It  could  be  performed  as  an  extension  of  the  state 
audit  and  should  concentrate  on  areas  such  as  planning 
and  budgeting,  job  descriptions  and  reporting  relations, 
administrative  policies,  operating  systems  and  manpower 
utilization.  Schools  would  be  required  to  report  on  im- 
provement progress  within  12  months  of  the  audit.  Ap- 
proximately 1,800  additional  hours  would  be  required 
per  year  at  a cost  of  $20,000.  However,  implementation 
would  provide  a basis  for  future  savings  through  timely 
recognition  of  problems  and  better  coordination  of  total 
resources. 

Implementation  Strategy:  Procedures  should  be  estab- 
lished as  a joint  effort  of  the  Department  of  Education  and 
the  auditor  general.  Evaluations  could  begin  as  of  the  end 
of  fiscal  1 976. 

4.  Establish  an  employee  exchange  program  be- 
tween the  Department  of  Education  and  indus- 
try to  foster  understanding  and  improve  opera- 
tional techniques. 

Many  operational  methods  and  practices  used  in  state 
government  have  been  superseded  by  more  successful 
techniques  developed  in  industrial  organizations.  How- 
ever, there  is  no  established  means  to  exchange  informa- 
tion between  government  and  the  private  sector  on  a 
regular  basis.  As  a result,  the  cost  of  running  state  gov- 
ernment is  higher  than  it  need  be.  Further,  there  appears 
to  be  a lack  of  understanding  of  the  private  sector  by 
government  agencies. 

Proposed  Approach:  Establishing  an  employee  exchange 
program  between  state  government  and  industry  would 
significantly  improve  the  flow  of  information,  ideas  and 


talent  between  the  two  areas.  Because  of  its  large  budget 
and  broad  impact,  the  Department  of  Education  would 
appear  to  be  a logical  starting  point  for  this  program. 
Employees  should  also  be  exchanged  within  various  op- 
erational areas  of  the  department  including  the  state- 
owned  colleges  and  university.  Assignments  would  vary 
from  three  months  to  a year  and  should  be  developed  on 
the  basis  of  individual  skills  and  job  requirements.  Al- 
though no  savings  are  claimed,  implementation  should 
improve  government  operations  substantially. 

Implementation  Strategy:  The  Governor  should  issue  an 
executive  order  empowering  the  secretary,  Department 
of  Education,  to  coordinate  the  proposed  program.  The 
secretary  should  establish  an  implementation  committee 
representing  the  department,  the  state-owned  colleges 
and  university  and  the  private  sector.  Ongoing  coordina- 
tion would  be  handled  by  the  department's  Bureau  of 
Personnel. 

5.  Disburse  subsidy  advances  to  intermediate 
units  and  vocational  education  schools 
monthly. 

Payments  are  made  to  29  intermediate  units  and  62  voca- 
tional education  schools  for  operating  and  program  ex- 
penses on  a semiannual  basis.  By  disbursing  funds  in 
advance  of  need,  the  state  is  losing  potential  investment 
income. 

Proposed  Approach:  Subsidies  should  be  paid  on  a 
monthly  basis  to  increase  investment  income  return.  Total 
appropriations  amount  to  more  than  $1  64-million  so  im- 
plementation would  provide  an  additional  annual  in- 
come estimated  at  $2. 4-million. 

Implementation  Strategy:  Governing  statutes  should  be 
amended  to  authorize  the  change  and  cost  estimates 
should  be  submitted  on  a monthly  basis  by  the  subsidy 
recipients. 

6.  Eliminate  the  state's  contribution  to  the  Public 
School  Employees  Retirement  Fund  for  posi- 
tions paid  by  federal  funds. 

There  are  approximately  28,000  federally  funded  posi- 
tions in  the  school  system  with  an  annual  payroll  of 
$99. 7-million  for  fiscal  1975.  Based  on  a participation 
rate  of  96.8%  in  the  state's  retirement  fund  for  these 
employees,  Pennsylvania  is  subsidizing  federal  programs 
at  a rate  of  $5. 1-million  annually  by  its  contributions  to 
the  fund.  Federal  regulations  permit  use  of  federal  funds  to 
pay  the  state's  contribution  to  the  retirement  fund. 

Proposed  Approach:  Retirement  contributions  paid  by 
federal  funds  should  be  increased  to  approximately 
10.66%  for  federally  funded  employees  participating  in 
the  school  retirement  program.  This  would  eliminate  the 


state  subsidy  of  these  positions  and  provide  an  annual 
saving  of  $5. 1 -million.  This  would  be  an  annual  cost  to 
the  federal  government. 

Implementation  Strategy:  By  executive  order,  the  Gover- 
nor should  instruct  the  retirement  board  to  take  appropri- 
ate steps  to  increase  federal  employer  contributions  to  the 
retirement  fund. 

7.  Do  not  award  PHEAA  grants  for  use  in  states 
which  do  not  reciprocate  with  Pennsylvania. 

In  1 966,  the  General  Assembly  established  a scholarship 
program  for  needy  students  to  be  administered  by  the 
Pennsylvania  Higher  Education  Assistance  Agency 
(PHEAA).  From  inception,  the  program  grants  could  be 
used  at  institutions  outside  the  state.  During  fiscal  1 975, 
approximately  $7. 5-million  of  the  total  $65. 4-million 
was  used  for  non-Pennsylvania  schools.  However, 
$6. 6-million  was  paid  in  states  which  do  not  permit  stu- 
dents reciprocal  portability  of  scholarship  grants  to 
Pennsylvania.  With  the  state's  current  budget  problems, 
including  some  funding  curtailment  in  regard  to  higher 
education,  it  is  difficult  to  justify  an  outflow  of  PHEAA 
grants  to  states  which  do  not  reciprocate. 

Proposed  Approach:  A policy  change  should  be  instituted 
to  provide  that,  after  September  1,  1976,  no  new  grants 
will  be  portable  into  states  which  do  not  have  reciprocal 
agreements  with  Pennsylvania.  This  should  eventually 
provide  more  than  $6-mi  1 1 ion  in  PHEAA  money  — plus 
the  estimated  $20-million  spent  by  students  in  addition  to 
the  grant  funds  — to  be  spent  directly  in  Pennsylvania 
institutions  or  in  states  from  which  Pennsylvania  receives 
a reciprocal  benefit.  No  specific  savings  or  income  are 
claimed. 

Implementation  Strategy:  The  PHEAA  board  of  directors 
should  vote  to  implement  the  policy  change  and  should 
inform  all  states  of  the  revised  requirements.  The  commis- 
sioner, Higher  Education,  should  work  with  other  states' 
educators  to  encourage  reciprocal  legislation. 

8.  Relocate  department  units  now  housed  in  the 
Executive  House  and  Penbrook  Computer 
Center. 

The  Bureau  of  Vocational  Education,  the  State  Board  of 
Education,  the  Division  of  Statistics  and  the  Office  of  the 
Comptroller  occupy  55,000  square  feet  in  the  Executive 
House.  School  retirement  board  EDP  facilities  rent  space 
in  the  Penbrook  Computer  Center.  Total  expenditures  for 
these  two  locations  are  $294,500  per  year. 

Proposed  Approach:  Both  of  these  operations  should  be 
relocated  to  presently  vacant  state-owned  space.  Im- 
plementation would  result  in  an  annual  saving  of 
$294,500  which  has  been  claimed  elsewhere. 


Implementation  Strategy:  With  the  approval  of  the  secre- 
tary, Department  of  Education,  this  move  should  be  ac- 
complished within  six  months.  Coordination  should  be 
provided  by  the  Bureau  of  Real  Estate  and  the  Bureau  of 
Space  and  Facilities  Management. 

9.  Centralize  negotiation  and  administration  of 
all  department  service  contracts. 

More  than  1,200  service  contracts  are  awarded  by  the 
department  each  year.  A budget  of  approximately 
$1  0.9-million  was  set  for  fiscal  1975.  Although  there  is 
centralized  control  over  the  purchase  of  materials  and 
supplies,  no  corresponding  activity  is  performed  in  rela- 
tion to  service  needs.  This  lack  results  in  poor  coordina- 
tion, insufficient  management  review  and  analysis  and 
inadequate  justification. 

Proposed  Approach:  A centralized  negotiation  and  ad- 
ministration function  should  be  established  within  the 
Department  of  Education  for  all  service  contracts.  It 
would  secure  and  analyze  all  proposed  service  contracts. 
Implementation  could  reduce  overall  costs  by  as  much  as 
25%.  A 1 0%  reduction  in  cost  would  provide  an  annual 
saving  of  $1. 09-million. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  authorize  the  proposed  function.  Pro- 
cedures for  the  operation  should  be  developed  by  the 
director,  Bureau  of  Staff  Services,  in  cooperation  with  the 
executive  deputy  secretary  and  the  assistant  deputy  secre- 
tary. Implementation  should  be  complete  within  six 
months. 

10.  Use  an  advancement  account  to  pay  travel  ad- 
vances and  reimbursements  to  employees  for 
incurred  expenses. 

Current  guidelines  prevent  the  use  of  the  advancement 
account  (petty  cash)  to  pay  employee  travel  expenses. 
The  procedures  used  result  in  a seven  to  10  day  wait  for 
employees  entitled  to  reimbursements  and  a greater 
number  of  checks  being  issued  than  necessary. 

Proposed  Approach:  The  schools  should  be  authorized  to 
establish  advancement  accounts  with  maximum  limits  of 
$300  per  traveler  to  provide  cash  advances  and  reim- 
bursements of  incurred  expenses.  The  minimum  advance 
limit  should  be  $20.  Implementation  would  decrease  the 
number  of  voucher  transmittals  and  checks  required  at 
present.  Employees  would  also  be  reimbursed  on  a more 
timely  basis. 

Implementation  Strategy:  Each  school  should  determine 
the  overall  amount  needed  for  its  advancement  account 
and  forward  a request  to  the  comptroller  in  the  Depart- 
ment of  Education.  Recordkeeping  guidelines  should  be 
established  and  the  system  implemented  within  60  days. 
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1 1 . Eliminate  the  pre-audit  and  encumbrancing  of 
the  advice  of  change  for  field  limited  and  mis- 
cellaneous orders. 

If  a price  increase  of  1 0%  or  more  occurs  on  an  order,  the 
schools  are  required  to  prepare  an  advice  of  change  and 
forward  it  to  the  comptroller  for  pre-audit  and  encum- 
brancing. This  activity  by  the  comptroller  constitutes  un- 
necessary document  handling  and  delays  payment  of 
vendor  invoices  about  two  weeks. 

Proposed  Approach:  When  an  advice  of  change  is 
needed,  the  school  should  prepare  the  form,  secure  man- 
agement approval  and  hold  it  until  the  vendor's  invoice  is 
received.  Then  both  documents  could  be  forwarded  for 
processing.  Implementation  should  eliminate  existing  de- 
lays in  the  payment  cycle. 

Implementation  Strategy:  The  department's  comptroller 
should  request  this  procedural  change  be  authorized  by 
the  Office  of  Administration. 

OFFICE  OF  BASIC  EDUCATION 

The  Office  of  Basic  Education,  under  the  direction  of  the 
commissioner,  is  responsible  for  statewide  development 
and  administration  of  public  and  nonpublic  school  sys- 
tems, from  nursery  to  basic  adult  education  levels.  The 
major  components  include  general,  vocational  and  spe- 
cial education. 

The  deputy  commissionercoordinates  administrative  and 
executive  activities  of  the  Bureaus  of  Planning  and  Evalu- 
ation, Curriculum  Services,  Vocational  Education,  Spe- 
cial and  Compensatory  Education,  Instructional  Support 
Services  and  Management  Support  Services.  The  assistant 
commissioner  is  responsible  for  department  staff  support 
for  the  Council  of  Basic  Education  and  the  State  Board  of 
Education.  EHe  also  coordinates  activities  of  the  Office  of 
Equal  Rights.  Expenditures  for  fiscal  1975  amounted  to 
approximately  $6. 6-million. 

RECOMMENDATIONS 

1 2.  Eliminate  the  positions  of  assistant  director  and 
administrative  assistant  in  the  Bureau  of  Cur- 
riculum Services. 

At  present,  three  division  chiefs  report  to  the  bureau's 
director  through  an  assistant  director.  The  director  is  also 
aided  by  an  administrative  assistant.  The  administrative 
work  volume  is  not  sufficient  to  justify  such  extensive 
management  staffing. 

Proposed  Approach:  The  positions  of  assistant  director 
and  administrative  assistant  should  be  abolished.  The 
division  chiefs  can  assume  any  required  duties  of  the 


administrative  assistant.  They  should  report  directly  to  the 
bureau  director,  eliminating  the  need  for  the  assistant 
director.  Implementation  will  providean  annual  savingof 
$69,000. 

Implementation  Strategy:  The  commissioner,  Basic  Edu- 
cation, should  authorize  the  necessary  changes  in  staff. 

13.  Consolidate  the  offices  of  the  Bureau  of  Special 
and  Compensatory  Education  in  one  location. 

At  present,  various  operational  units  of  this  bureau  are 
located  in  two  separate  buildings.  Those  residing  in  the 
Education  Building  are  housed  on  separate  floors. 

Proposed  Approach:  The  offices  should  be  relocated  in 
one  physical  area  to  improve  staff  coordination  and  elim- 
inate travel  between  the  two  currently  occupied  build- 
ings. The  savings  to  be  achieved  should  more  than  offset 
the  moving  expense. 

Implementation  Strategy:  Available  state-owned  property 
should  be  reviewed  for  suitable  space  for  this  operation. 

1 4.  Abolish  the  position  of  coordinator,  School  So- 
cial Work  Services  Section. 

This  position  in  the  Bureau  of  Instructional  Support  Ser- 
vices was  authorized  in  1968,  but  has  never  been  filled. 
No  loss  in  service  to  the  school  districts  has  occurred  due 
to  the  vacancy. 

Proposed  Approach:  This  position  should  be  abolished  to 
provide  an  annual  cost  avoidance  of  $28,000. 

Implementation  Strategy:  The  commissioner,  Basic  Edu- 
cation, should  authorize  implementation  of  the  proposal. 

OFFICE  OF  HIGHER  EDUCATION 

This  office,  under  the  direction  of  the  commissioner, 
serves  all  segments  of  the  higher  education  system.  It 
develops  programs  in  teacher  education,  liberal  arts  and 
sciences  and  humanities  and  special  professional  areas. 
Studies  of  programs  and  services  offered  by  the  various 
colleges  and  universities  are  also  carried  out.  In  addition, 
the  office  processes  budgets  for  the  institutions  receiving 
state  funds,  is  responsible  for  the  Master  Plan  for  EHigher 
Education  and  provides  long-range  planningforthe entire 
system.  Its  fiscal  1 975  expenditures  amounted  to  approx- 
imately $3-million. 

RECOMMENDATIONS 

15.  Review  and  update  the  Master  Plan  for  Higher 
Education. 

This  plan  was  last  updated  in  1 971 . Since  then,  there  have 
been  significant  changes  in  enrollment  trends,  birth  rates, 


educational  priorities  and  operating  expenses.  These  de- 
velopments should  be  dealt  with  in  a new  plan  for  the 
1976-80  period,  but  none  is  planned  at  this  point. 

Proposed  Approach:  The  secretary,  Department  of  Edu- 
cation, should  establish  a task  force  of  leaders  in  educa- 
tion, business  and  government  to  prepare  a new  higher 
education  plan.  The  Bureau  of  Planning  should  provide 
the  group  with  required  background  data.  This  new  plan 
should  form  a basis  from  which  to  establish  guidelines  for 
institutional  planning  at  individual  colleges  across  the 
state.  Procedures  should  be  established  to  update  it  at 
least  every  four  years. 

Implementation  Strategy:  The  department  secretary 
should  initiate  the  proposed  program  with  background 
planning  data  to  be  developed  by  the  Bureau  of  Planning. 
The  review  and  update  is  expected  to  require  one  year. 

16.  Maintain  a list  of  participants  in  the  Act  101 
program  in  the  Office  of  Equal  Opportunity. 

Some  6,600  students  in  46  schools  participate  in  the  Act 
101  program.  One  of  the  requirements  for  eligibility  is 
that  the  participant  must  have  a Pennsylvania  domicile  or 
the  school  must  provide  excess  matching  funds.  An 
evaluation  in  1974  showed  that  this  is  not  always  the 
case.  Further,  there  are  no  centralized  records  available 
for  use  by  the  Office  of  Equal  Opportunity  and  data  must 
be  obtained  by  contacting  the  individual  institutions. 

Proposed  Approach:  Each  school  should  submit  a list  of 
program  participants  to  the  Office  of  Equal  Opportunity. 
Information  should  include  name,  residence,  family  in- 
come, grade  average,  other  assistance  received,  date  of 
admission  and  grant  award  amount.  This  will  ensure  that 
all  eligibility  requirements  are  being  met.  Implementation 
should  reduce  program  costs  by  1 % by  removing  ineligi- 
ble students  from  participation.  The  annual  saving  would 
amount  to  $66,500. 

Implementation  Strategy:  Guidelines  should  be  prepared 
for  the  schools  showing  the  information  required,  format 
to  be  used  and  date  for  completion.  Procedures  for  con- 
solidating submitted  data  should  also  be  established. 
Both  activities  would  be  the  responsibility  of  the  Office  of 
Equal  Opportunity. 

17.  Discontinue  evaluator  payments  authorized 
for  Act  101  program  review. 

The  Higher  Education  for  the  Disadvantaged  Program 
(Act  1 01 ) provides  financial  assistance  to  enable  schools 
to  offer  services  to  students  with  educational  deficiencies. 
Once  a grant  has  been  awarded,  the  program  must  be 
reviewed  to  ensure  that  requirements  are  being  met. 
Evaluators  are  hired  on  a per  diem  contract  basis  at  a total 
annual  cost  of  $27,600  plus  expenses. 


Proposed  Approach:  Evaluators  should  be  recruited  on  a 
volunteer  basis  and  reimbursed  for  their  travel  expenses. 
This  approach  is  being  used  with  great  success  by  the 
Bureau  of  Academic  Programs.  Implementation  would 
provide  an  annual  saving  of  $27,600. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  approve  the  use  of  volunteer 
evaluators.  It  would  be  the  responsibility  of  the  Office  of 
Equal  Opportunity  to  implement  the  program. 

18.  Increase  the  teacher  certification  fee  to  $10. 

The  Bureau  of  Teacher  Certification  processes  some 
50,000  applications  yearly  at  a charge  of  $5  each.  It  also 
issues  approximately  7,000  certificates  of  preliminary 
education  annually  for  a fee  of  $5.  Under  the  fiscal  1 975 
budget  of  $450,000,  the  bureau  operated  at  a deficit  of 
approximately  $165,000.  Neighboring  states  charge  be- 
tween $10  and  $25  for  certification  services. 

Proposed  Approach:  The  processing  fee  for  teacher  cer- 
tification should  be  increased  to  $10.  If  implemented  for 
fiscal  1977,  the  additional  income  should  amount  to 
$250,000.  This  wdll  be  sufficient  to  cover  anticipated 
operating  costs. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  authorize  this  increase  to  become  ef- 
fective on  July  1 , 1 976. 


STATE-OWNED 

INSTITUTIONS 

Pennsylvania  operates  13  colleges  and  one  university. 
The  colleges  are  Bloomsburg,  California,  Cheyney,  Clar- 
ion, East  Stroudsburg,  Edinboro,  Kutztown,  Lock  Haven, 
Mansfield,  Mi  I lersville,  Shippensburg,  Slippery  Rock  and 
West  Chester.  The  university  is  Indiana  University  of 
Pennsylvania.  All  serve  as  institutions  of  highereducation 
in  the  arts  and  sciences,  humanities,  teaching  and  other 
professions  as  determined  by  the  Board  of  State  College 
and  University  Directors. 

The  table  shown  on  page  8 provides  a comparison  of  all 
14  state-owned  institutions  for  the  1974-1975  school 
year  or  fiscal  year.  Full-time  equivalent  enrollment  of 
74,611  ranged  from  2,315  at  Cheyney  to  11,362  at  In- 
diana while  instructional  capacity  went  from  a low  of  1 60 
at  Lock  Haven  to  a high  of  549  at  Indiana.  The  resulting 
student-faculty  ratio  varied  from  1 2.0  at  California  to  21 .7 
at  Mil lersvi I le.  Total  authorized  employees  indicate  con- 
siderable variation  in  use  of  noninstructional  staff.  Actual 
expenditures  totaled  $233-million.  Since  state  funding 
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was  approximately  $1 35-million  and  augmentations 
from  tuitions,  fees  and  other  sources  of  income  added 
only  $93-million,  a $4. 6-million  deficit  resulted  in  fiscal 
1975.  Fiscal  1976  general  fund  allocations  are  shown 
indicating  an  increase  from  fiscal  1975  to  a total  of 
approximately  $1 51 -million. 

RECOMMENDATIONS 

19.  Adopt  an  integrated  systemwide  long-range 
planning  program. 

Currently,  there  is  no  established  and  integrated  system  to 
provide  long-range  planning  for  Pennsylvania's  state- 
owned  colleges  and  university.  The  role  of  these  schools 
in  meeting  the  needs  of  the  state's  citizens,  the  changing 
environment  in  which  they  must  function  and  the  rising 
costs  of  operation  are  not  being  dealt  with  in  a coordi- 
nated and  logical  manner. 

Proposed  Approach:  Although  the  state  made  an  effort  to 
provide  direction  for  its  higher  education  system  through 
the  master  plan  developed  in  1971,  this  document  has 
gone  virtually  unused  by  the  Department  of  Education.  As 
a first  step  in  establishing  a long-range  planning  program, 


the  plan  should  be  reactivated  and  updated  as  discussed 
elsewhere.  It  is  important  that  the  plan  be  in  the  best 
interests  of  the  citizens  and  that  it  form  the  basis  for 
continuing  bi-partisan  cooperation.  Following  this,  strong 
guidelines  should  be  established  for  the  state-owned  col- 
leges and  university  to  identify  their  role  in  the  overall 
system.  A position  of  planning  officer  should  be  estab- 
lished in  the  department  to  handle  implementation  on  a 
systemwide  basis  and  a planning  manager  should  be 
provided  in  each  institution.  Activities  should  encompass 
the  development  of  definite  performance  standards  and 
goals  over  specified  time  periods.  Based  on  the  experi- 
ence at  Bloomsburg  State  College,  which  already 
employs  relatively  sophisticated  long-range  planning 
procedures,  an  overall  savings  of  3%  could  be  realized  in 
operating  expenditures.  Using  the  fiscal  1 976  budget  of 
$266-million,  this  would  amount  to  an  annual  saving  of 
$8-million.  The  annual  cost  of  providing  planning  per- 
sonnel is  estimated  at  $200,000. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  initiate  a program  to  update  the  1971 
master  plan  for  higher  education  and  establish  guidelines 
for  the  state-owned  colleges  and  university.  Support  for 
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4,030 
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12.0 
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164 

14.1 

401 

10.23 
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this  work  should  be  provided  by  the  various  directors  and 
college  officials.  A planning  committee  should  be  ap- 
pointed to  provide  continuity  over  an  extended  period 
while  the  college  presidents  would  be  responsible  for 
preparing  and  executing  individual  operating  programs. 
Implementing  an  effective  long-range  planning  activity 
will  require  at  least  two  academic  years. 

20.  Establish  performance  standards  for  the  man- 
agement and  administrative  personnel  in  the 
state-owned  colleges  and  university. 

At  present,  there  are  no  standards  or  criteria  by  which  the 
performance  of  state  institution  presidents  and  their  ad- 
ministrations can  be  measured  and  evaluated.  The  ab- 
sence of  performance  data  make  it  difficult  to  judge  indi- 
vidual and  overall  effectiveness  in  terms  of  achieving 
objectives. 

Proposed  Approach:  With  the  cooperation  of  the  De- 
partment of  Education,  the  college  presidents  and  the 
Board  of  State  College  and  University  Directors,  a task 
force  should  be  established  to  define  key  items  to  mea- 
sure the  performance  of  college  and  university  adminis- 
trations. The  use  of  college  accreditation  guidelines,  pro- 
cedures and  methods  could  be  helpful  in  the  effort  to 
identify  measurable  activities.  The  criteria  established 
through  this  program  should  be  included  in  a specified 
program  of  management  review  and  analysis  as  discussed 
elsewhere. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  direct  the  executive  deputy  secretary, 
State-Owned  Institutions,  to  take  appropriate  steps  to  in- 
itiate a task  force  effort  to  develop  standards  and  imple- 
ment a review  program.  Criteria  should  be  developed  by 
fall  1976. 

21.  Establish  procedures  for  identifying  and  im- 
proving faculty  productivity  levels. 

Approximately  36  states  now  collect  faculty  work  load 
data  to  measure  productivity  levels  in  public  institutions 
of  higher  education.  In  many  states,  appropriations  to  the 
schools  are  based,  in  part,  on  productivity  levels.  Informa- 
tion is  gathered  in  Pennsylvania  for  state-related  institu- 
tions. However,  no  program  has  been  initiated  to  obtain 
similar  data  on  state-owned  institutions. 

Proposed  Approach ; Criteria  should  be  established  to 
identify  and  measure  faculty  productivity  levels.  A 
number  of  states  base  measurements  on  credit  hour  pro- 
duction. This  is  a combination  of  the  credit  hours  per 
course  plus  the  number  of  students  in  each  course.  The 
data  should  be  utilized  to  increase  faculty  productivity  by 
10%.  Based  on  current  instructional  costs  of  $1 00- 
million,  the  annual  saving  would  be  $ 1 0-million. 


Implementation  Strategy:  The  Department  of  Education 
should  authorize  a program  to  measure  faculty  produc  tiv  - 
ity  levels  in  state-owned  institutions.  The  executive  de- 
puty secretary,  State-Owned  Institutions,  should  establish 
the  criteria  to  be  used  in  implementing  this  activity  and 
instruct  the  state-owned  colleges  and  university  accord- 
ingly. The  resulting  data  should  be  used  to  establish  pro- 
ductivity goals  for  faculty  with  the  objective  of  controlling 
and  reducing  salary  expenditures. 

22.  Accelerate  the  replacement  of  noninstruc- 
tional,  faculty-level  administrators. 

Since  the  advent  of  teachers  unions,  various  people  with 
faculty  rank  have  been  occupying  administrative  posi- 
tions which  have  no  instructional  duties.  The  Bureau  of 
Personnel  evaluated  these  jobs  according  to  their  respon- 
sibilities and  lowered  the  pay  scales  accordingly.  How- 
ever, incumbents  continue  to  be  paid  at  previous  rates. 
There  are  now  320  administrators  in  the  state-owned 
colleges  classified  as  Unit  II  employees  who  are  over- 
qualified  for  their  positions  and  being  paid  at  a premium. 

Unfortunately,  the  rate  of  attrition  is  not  sufficient  to 
enable  the  state  to  realize  potential  savings.  Although  the 
Bureau  of  Personnel  has  established  procedures  to 
monitor  replacements  at  indicated  levels,  it  has  failed  to 
implement  a program  to  accelerate  activity.  Unless  this 
can  be  done,  inflation  will  eliminate  the  potential  benefit 
to  be  gained  within  eight  years. 

Proposed  Approach:  In  order  to  establish  a satisfactory 
program,  the  following  steps  should  be  taken: 

• A salary  freeze  should  be  placed  on  all  of  the  Unit  II 
employees. 

• The  state-owned  colleges  and  university  should  de- 
velop a course  of  action  to  reclassify  or  remove  all 
overqualified  Unit  II  staff  and  replace  them  with  indi- 
viduals who  can  be  compensated  at  the  level  estab- 
lished by  the  Bureau  of  Personnel.  Promotions  and 
retirements  should  be  included  in  manpower  projec- 
tions as  well  as  a factor  for  normal  attrition. 

• The  Bureau  of  Personnel  should  monitor  the  indi- 
vidual action  plans  and  assess  progress  on  a regular 
basis. 

Implementation  will  provide  an  annual  saving  of  $1.6- 
million  by  replacing  the  current  320  administrators  with 
individuals  compensated  at  a lower  level. 

Implementation  Strategy:  The  Bureau  of  Personnel  will  be 
responsible  for  developing  guidelines  and  providing  as- 
sistance to  implement  the  program.  Activities  must  be 
completed  within  three  years  to  retain  projected  financial 
benefits. 
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23.  Expand  the  personnel  function  at  state-owned 
institutions. 

Personnel  functions  vary  widely  in  methods  and  scope  at 
the  various  state  schools.  In  general,  activities  are  focused 
on  noninstructional,  nonprofessional  personnel.  Major 
areas  which  do  not  receive  sufficient  attention  include 
reclassification  surveys,  professional  development  activi- 
ties, labor  relations,  employee  benefits  and  affirmative 
action  programs. 

Proposed  Approach:  Clarion,  Lock  Haven  and  Slippery 
Rock  have  personnel  programs  which  have  been  recog- 
nized as  superior  by  the  Department  of  Education.  There- 
fore, the  Bureau  of  Personnel  should  study  these  opera- 
tions as  a basis  for  a model  system  to  be  implemented  in 
all  state  schools.  The  model  should  include  organiza- 
tional and  operating  guidelines  for  the  following  areas: 
job  classifications;  labor  relations;  recruitment;  em- 
ployee benefits;  training  and  development;  payroll  oper- 
ations; and  standard  procedures  and  paperwork. 

Input  should  be  encouraged  from  the  schools  to  develop 
optimum  personnel  functions  at  each  institution.  Im- 
plementation should  improve  recruiting  and  manpower 
utilization.  Productivity  should  also  be  increased  signifi- 
cantly. Based  on  total  compensation  for  school  employ- 
ees of  $200-million  in  fiscal  1 976,  a 2%  improvement  in 
productivity  would  save  $4-million.  This  amount  is  not 
being  claimed. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  authorize  the  Bureau  of  Personnel  to 
establish  a personnel  function  model  and  operating 
guidelines  for  the  state-owned  colleges  and  university. 
Necessary  coordination  activities  should  be  instituted 
with  the  individual  schools.  Total  implementation  is  ex- 
pected to  require  approximately  14  months. 

24.  Eliminate  payment  of  unemployment  compen- 
sation claims  during  summer  vacation  periods. 

Several  groups  of  employees  work  a basic  nine-month 
year  and  are  paid  on  that  basis.  Even  though  they  will 
return  to  work  at  the  beginning  of  the  following  school 
year,  a sizable  number  of  these  employees  file  for  and 
obtain  unemployment  benefits  for  the  summer  period. 
The  total  cost  of  this  practice  was  more  than  $201 ,000  for 
fiscal  1975. 

Proposed  Approach:  All  personnel  should  be  covered  by 
employment  contracts  structured  on  a 12-month  basis. 
This  would  eliminate  the  necessity  for  paying  un- 
employment compensation  for  the  three-month  vacation 
period.  The  contracts  should  include  an  option  for  receiv- 
ing salaries  either  over  nine  or  12  months.  The  annual 
saving  would  amount  to  approximately  $200,000. 


Implementation  Strategy:  The  Department  of  Education 
should  establish  the  recommended  policy  and  provide  all 
institutions  with  model  contracts.  The  individual  presi- 
dents would  be  responsible  for  having  the  contracts  exe- 
cuted. Implementation  should  begin  with  the  1976-77 
academic  year. 

25.  Do  not  replace  teachers  on  sabbatical  leave 
with  equivalent-level  professional  instructors. 

It  is  the  policy  of  the  Department  of  Education  to  require 
that  teachers  on  sabbaticals  be  replaced  by  personnel  of 
the  same  professional  level.  Since  this  is  only  a temporary 
replacement,  the  practice  is  restrictive  and  costly. 

Proposed  Approach:  The  policy  should  be  modified  to 
permit  substitutions  at  lower  professional  levels.  A 
maximum  of  5%  of  the  state's  total  faculty  is  eligible  for 
sabbatical  leave  each  year.  At  a combined  teaching  com- 
plement of  4,034  in  state-owned  institutions,  this  means 
approximately  200  staff  teachers  may  take  sabbaticals 
annually.  If  a saving  of  $8,000  could  be  realized  on  25% 
of  the  granted  leaves,  this  would  result  in  an  annual 
saving  of  $400,000. 

Implementation  Strategy:  The  Department  of  Education 
should  authorize  the  proposed  policy  change  be  made 
immediately. 

26.  Implement  the  State  College  and  University 
Budgeting  System  by  the  end  of  fiscal  1976. 

There  is  a pressing  need  for  standardized  financial  infor- 
mation on  the  state-owned  col  leges.  These  data  are  essen- 
tial in  planning  and  controlling  college  operations  suc- 
cessfully. For  several  years,  the  schools  have  been  work- 
ing to  develop  uniform  cost  accounting  procedures.  The 
resulting  State  College  and  University  Budgeting  System 
(SCUBS)  has  been  approved  for  implementation.  How- 
ever, the  timing  and  methods  have  not  been  clarified. 

Proposed  Approach:  The  Department  of  Education 
should  give  priority  to  implementing  SCUBS  during  fiscal 
1976.  A staff  specialist  in  the  Bureau  of  Administrative 
and  Fiscal  Management  should  be  assigned  to  direct  this 
activity  and  to  provide  counsel  to  financial  managers  at 
the  individual  schools.  Institution  requests  for  fiscal  1 977 
funding  should  be  made  using  this  new  cost  accounting 
system.  Swift  and  uniform  implementation  of  the  system 
will  provide  vital  financial  data  on  a timely  basis  and 
ensure  successful  installation  of  the  new  procedures. 

Implementation  Strategy:  The  commissioner.  Higher 
Education,  should  assign  responsibility  for  coordination 
and  implementation  to  the  director  of  the  Bureau  of  Ad- 
ministrative and  Fiscal  Management.  The  director  should 
develop  procedures  and  a timetable  to  be  used  by  the  staff 
specialist. 


27.  Discontinue  state  funding  of  laboratory 
schools. 

Educational  research  centers  were  established  at  10 
state-owned  colleges  approximately  10  years  ago  to  ex- 
periment with  new  curriculum  materials  and  instruc- 
tional methods.  One  of  the  centers,  at  Slippery  Rock,  is 
operated  for  physically  handicapped  children  and  is  fed- 
erally funded.  The  other  nine  are  state-supported  and 
received  a subsidy  of  $2. 2-million  for  the  current 
academic  year. 

Proposed  Approach:  Key  personnel  in  the  Department  of 
Education  have  cited  the  change  in  emphasis  in  regard  to 
teacher  education,  the  increased  ability  of  local  school 
districts  to  research  new  methods  and  the  lack  of  results 
from  the  laboratory  schools  as  reasons  for  questioning 
their  continuance.  Considering  the  high  per-pupil  cost  of 
these  centers,  state  support  should  be  discontinued.  It 
would  then  become  the  responsibility  of  the  Department 
of  Education,  the  local  school  district  and  the  operating 
institution  to  decide  if  centers  were  valuable  enough  to 
continue  through  district  tax  support.  Centers  which  can- 
not be  made  self-supporting  should  be  closed  and  stu- 
dents transferred  to  district  facilities.  Implementation 
would  provide  an  annual  saving  of  $2-million. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  and  the  commissioners,  Basic  and  Efigher 
Education,  should  determine  the  program  value  of  the 
individual  research  centers.  The  secretary  should  then 
work  with  the  respective  school  districts  and  operating 
institutions  to  determine  which  centers  can  be  made  self- 
supporting.  Those  with  valuable  programs  which  can  be 
supported  locally  should  be  continued  and  the  others 
closed.  Decisions  should  be  made  by  June  1 976  to  allow 
for  pupil  transfers  where  necessary. 

28.  Adjust  the  tuition  basis  at  state-owned  institu- 
tions to  reflect  operating  costs. 

The  state  experienced  an  operating  deficit  of  $1 6.7- 
million  in  its  higher  education  system  for  fiscal  1975. 
Directives  have  been  issued  to  reduce  costs  by  elimina- 
ting faculty  and  support  positions  wherever  practical. 
Consideration  should  also  be  given  to  increasing  tuition 
charges  in  line  with  rising  operational  expenditures.  Al- 
though institutional  costs  are  approximately  $45  per 
credit  hour,  Pennsylvania  residents  pay  only  $25  per 
credit  hour,  requiring  a state  subsidy  of  $20.  Out-of-state 
students  pay  $46  per  credit  hour. 

Proposed  Approach:  The  present  tuition  structure  of  a flat 
semester  rate  for  1 5 hours  should  be  changed  to  a credit 
hour  charge  for  state  residents  and  a higher  rate  for  out- 
of-state  students,  effective  with  the  1976-77  academic 
year.  An  interim  proposal  to  remain  with  the  flat  rate  and 


increase  the  charge  by  $50  has  been  implemented  for  the 
1 975-76  academic  year.  Establishing  a credit-hour  basis 
fortuition  will  permit  students  to  extend  educational  costs 
over  a longer  period  of  time  instead  of  being  forced  to  take 
the  scheduled  load  of  1 5 hours  per  semester.  A tuition  rate 
of  $33  per  hour  for  state  residents  and  $60  for  out-of-state 
students  is  suggested.  This  increase  would  provide  addi- 
tional income  of  $1  7.9-million  to  meet  the  operating 
deficit. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  have  enabling  legislation  drafted  and 
submitted  to  the  General  Assembly  for  approval.  The 
credit-hour  basis  should  be  implemented  for  the  1 976-77 
academic  year. 

29.  Determine  the  actual  cost  of  operating  resi- 
dence halls  and  adjust  room  fees  accordingly. 

There  is  no  information  available  on  the  actual  cost  of 
operating  residence  halls.  In  addition,  there  has  been  no 
effort  made  to  establish  fees  which  would  be  commensu- 
rate with  expenses. 

Proposed  Approach:  A program  must  be  implemented  to 
determine  the  actual  cost  of  operating  various  residence 
halls.  Based  on  the  data  developed,  each  institution 
should  establish  a uniform  fee  to  reflect  its  expenditures.  If 
current  charges  were  adjusted  upward  by  $60  a year,  the 
annual  income  would  be  approximately  $1 . 8-million, 
based  on  resident  enrollments. 

Implementation  Strategy:  Each  institution  should  under- 
take a program  to  determine  the  debt  service  for  its  resi- 
dence halls  as  well  as  maintenance  and  other  operating 
expenses.  When  the  data  are  available,  room  charges 
should  be  adjusted  at  each  campus  to  make  dormitory 
services  self-sustaining. 

30.  Standardize  miscellaneous  fees  for  state- 
owned  schools. 

Various  miscellaneous  charges  are  assessed  by  state- 
owned  colleges  to  cover  transcripts,  course  changes, 
dormitory  damage,  late  registration  or  tuition  payment 
and  laboratory  fees.  In  almost  all  instances,  the  charges 
do  not  provide  sufficient  income  to  make  the  service 
self-sustaining. 

Proposed  Approach:  A range  of  standard  fees  should  be 
established  for  all  state-owned  schools  as  follows: 

• Transcripts:  The  first  copy  should  be  free  and  all 
additional  transcripts  provided  for  $2  each. 

• Course  Changes:  Unless  the  change  is  unavoidable, 
a charge  of  $5  should  be  assessed  for  each  alteration. 
A waiver  of  the  fee  would  require  approval  from  a 
department  head. 


12 


• Dormitory  Damages:  A $50  deposit  should  be  col- 
lected from  each  student  in  advance  with  deductions 
made  as  damage  was  assessed.  All  students  would  be 
required  to  maintain  the  deposit  at  $50  during  the 
course  of  their  school  career.  At  graduation  or  with- 
drawal, a refund  will  be  made.  All  accrued  interest 
will  be  applied  to  damages  which  cannot  be  assessed 
to  a particular  student. 

• Late  Registration:  A $25  charge  should  be  assessed 
with  a waiver  option  at  the  registrar's  discretion. 

• Late  Payments:  All  payment  penalties  should  be 
standardized  at  $10. 

• Laboratory  Fees:  These  course  charges  should  also  be 
set  at  $10 

At  current  enrollments,  implementation  is  expected  to 
produce  an  additional  annual  income  of  $484,000. 

Implementation  Strategy:  Approval  for  the  charges 
should  be  given  by  the  secretary,  Department  of  Educa- 
tion, and  the  State  College  and  University  Directors 
Board.  Implementation  should  be  effective  with  the  1 976 
fall  semester. 

31.  Eliminate  tuition  refund  programs  for  em- 
ployee dependents  at  state-owned  institutions. 

Of  the  1 4 state-owned  institutions,  four  provide  academic 
fee  remissions  or  tuition  waivers  to  dependents  of  their 
employees.  Two  other  schools  plan  to  institute  similar 
programs.  Considering  the  financial  problems  faced  by 
the  higher  educational  system  in  Pennsylvania,  it  is  dif- 
ficult to  justify  this  practice. 

Proposed  Approach:  Effective  with  the  1 976-77 
academic  year,  student  subsidy  programs  for  dependents 
of  employees  should  be  dicontinued.  Consideration 
should  be  give  to  continuing  benefits  for  those  already 
enrolled  until  graduation.  Fee  remissions  should  be  con- 
tinued for  employees  if  such  programs  are  considered  in 
the  best  interests  of  the  institutions.  Implementation  of 
this  proposal  should  provide  an  annual  saving  of 
$375,000  based  on  current  expenditures. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  advise  the  various  college  and  univer- 
sity boards  to  authorize  the  elimination  of  their  subsidy 
programs.  The  institution  presidents  should  announce  the 
new  policy  to  all  staff  members. 

32.  Develop  an  investment  procedure  to  maximize 
the  rate  of  return  of  funds  held  by  the  colleges. 

Each  state-owned  college  has  various  funds  which  are 
held  temporarily  until  needed  for  disbursement.  These 
include,  among  others,  state  and  federal  grants,  student 
activity  fees  and  special  account  monies.  There  is  no 


approved  system  for  handling  these  funds  to  optimize 
investment  return.  The  practice  of  depositing  the  money 
in  separate  checking  accounts  until  disbursement  is  still 
followed  by  some  schools  although  the  auditor  general 
has  criticized  this  procedure. 

Proposed  Approach:  School  fiscal  officers  should  be  re- 
sponsible for  developing  and  implementing  an  invest- 
ment procedure  for  al  I available  funds.  The  system  should 
include  appropriate  accounting  and  documentation  con- 
trols. The  procedure  used  by  Bloomsburg  has  achieved 
notable  success  and  could  be  used  as  a model.  Individual 
colleges  might  consider  pooling  resources  when  avail- 
able funds  are  less  than  $100,000  to  ensure  maximum 
returns  on  investments.  Based  on  the  experience  at 
Bloomsburg,  the  14  state-owned  schools  should  be  able 
to  increase  their  annual  investment  income  by  $350,000. 
Interest  earned  on  investments  should  be  allocated  to  the 
funds  which  provided  the  money  for  investment. 

Implementation  Strategy:  Each  college  president  should 
authorize  the  institution's  fiscal  officer  to  develop  the 
required  investment  procedure.  Systems  should  be  re- 
viewed with  the  comptroller  in  the  Department  of  Educa- 
tion for  information  purposes.  Implementation  should 
take  place  during  fiscal  1976. 

33.  Streamline  procedures  for  transmitting  cash 
from  the  state-owned  colleges  and  university  to 
the  Treasury  Department. 

During  peak  periods,  the  schools  are  unable  to  process 
cash  receipts  on  a daily  basis.  The  time  required  from 
receipt  of  the  money  by  the  school  until  it  is  available  for 
investment  averages  18  to  20  days.  Approximately  15 
clays  are  attributed  to  processing  at  the  school  level.  Pro- 
cedures include  coding  funds  for  distribution  into  various 
revenue  accounts  and  preparation  of  deposit  verifications 
and  transmittal  forms. 

Proposed  Approach:  The  schools  should  eliminate  their 
coding  activities  and  preparation  of  voucher  transmittals. 
Instead,  they  should  simply  transmit  deposit  slips  to  the 
comptroller  daily.  During  peak  periods,  school  staffs 
should  be  temporarily  assigned  to  revenue  collecting 
areas  and  deposit  amounts  telephoned  to  the  comptroller. 
By  using  pre-printed  checks  and  a check  imprinter,  reve- 
nue personnel  in  the  comptroller's  office  can  prepare  a 
voucher  transmittal  and  a check  to  send  to  the  Treasury 
Department.  All  receipts  could  be  deposited  to  one  hold- 
ing account  and  redistributed  to  the  proper  revenue  code 
on  a monthly  or  bimonthly  basis.  The  comptroller  could 
then  debit  or  credit  the  revenue  accounts  to  distribute 
receipts.  Implementation  would  speed  transmittal  of 
some  $45-million  to  the  Treasury  Department  by  1 5 days. 
The  resulting  additional  investment  income  would 
amount  to  $1 12,500  per  year. 


Implementation  Strategy:  The  comptroller  should  au- 
thorize the  state-owned  colleges  and  university  to  elimi- 
nate coding  and  voucher  transmittal  activities.  Proce- 
dures should  be  developed  and  implemented  to  ac- 
complish transmittals  to  the  Treasury  Department  1 5 days 
earlier  than  at  present. 

34.  Solicit  increased  contributions  from  founda- 
tions, alumni  and  the  federal  government  to 
supplement  present  income. 

Many  schools  obtain  substantial  donations  from  founda- 
tions and  alumni  as  well  as  from  the  federal  government 
to  help  pay  theircosts  of  operation.  However,  the  increas- 
ing dependence  of  Pennsylvania's  state-owned  colleges 
and  university  on  General  Assembly  appropriations  has 
tended  to  minimize  the  direct  solicitation  of  these  outside 
funds. 

Proposed  Approach:  Each  state-owned  institution  should 
establish  an  organized,  aggressive  program  to  solicit  out- 
side funds.  Activities  should  be  directed  toward  school 
alumni,  private  foundations  and  various  federal  agencies. 
Personnel  should  become  experienced  in  fund  raising 
and  should  operate  under  the  direction  of  the  school's 
chief  financial  officer.  Data  on  206  public  institutions 
indicate  that  12%  of  all  alumni  solicited  contributed  an 
average  gift  of  $49  during  fiscal  1974.  If  state-owned 
institutions  could  achieve  a benefit  equal  to  50%  of  this 
return,  the  annual  income  would  be  $882,000  based  on 
300,000  alumni.  The  average  foundation  support  per 
school  was  $41 2,000.  At  1 0%  of  this  level,  the  net  annual 
income  for  Pennsylvania's  state-owned  schools  would  be 
$577,000. 

The  total  income  to  be  derived  from  these  two  sources 
would  amount  to  about  $1. 5-million  annually.  As  each 
institution  would  directly  reap  the  benefits  of  its  efforts, 
maximum  incentive  would  be  provided  to  school  admin- 
istrations to  pursue  fund  raising  activities  vigorously. 

Implementation  Strategy:  The  president  and  the  chief 
financial  officer  of  each  school  should  develop  an  action 
plan  for  suitable  fund  raising  activities.  This  plan  must 
include  firm  goals  within  a specific  schedule.  Approxi- 
mately one  year  will  be  needed  by  most  institutions  to 
launch  a full-scale  operation. 

35.  Pay  the  salaries  and  fringe  benefits  for  alumni 
directors  from  alumni  contributions. 

Many  state-owned  colleges  include  salaries  for  alummi 
directors  as  part  of  their  operating  budgets.  Since  these 
positions  provide  service  to  the  alumni,  it  would  be  more 
appropriate  for  them  to  be  supported  by  alumni  contribu- 
tions ratherthan  state  funds.  West  Chester  already  follows 
this  practice. 


Proposed  Approach:  Alumni  directors  should  be  respon- 
sible for  soliciting  contributions  needed  to  pay  their 
salaries  and  to  support  alumni  functions  and  publica- 
tions. Implementation  would  provide  an  annual  sa\  ing  of 
$90,000  based  on  current  salaries.  If  the  remaining  six 
schools  add  alummi  directors,  there  will  be  an  additional 
annual  cost  avoidance  of  $120,000. 

Implementation  Strategy:  The  college  presidents  should 
direct  their  vice  presidents,  Administration,  to  develop 
the  necessary  procedures  and  time  schedules  to  shift 
funding  from  the  operating  budgets  to  alumni  contribu- 
tions. Implementation  should  be  complete  within  the 
next  academic  year. 

36.  Establish  regional  computer  centers  to  serve 
the  state-owned  institutions. 

All  of  the  schools  in  the  state-owned  system  have  one  or 
more  computer  systems  to  meet  instruction,  research  and 
administrative  data  processing  needs.  The  demand  for 
more  computer  time  is  growing  in  all  three  areas.  To  meet 
these  needs,  increasingly  more  sophisticated  hardware 
and  software  applications  will  be  required  by  all  of  these 
institutions. 

Proposed  Approach:  Rather  than  expanding  individual 
operations,  regional  computer  centers  should  be  estab- 
lished to  meet  the  overall  needs.  This  approach  would 
permit  the  utilization  of  more  advanced  computers,  in- 
crease efficiency,  reduce  hardware  and  operating  costs 
and  ensure  uniform  processing  of  common  administra- 
tive data.  It  would  also  provide  backup  systems  to  reduce 
downtime  and  establish  a common  hardware  and  lan- 
guage base  for  academic  usage. 

To  meet  estimated  requirements,  it  is  suggested  that  four 
centers  be  established.  Indiana  University  of  Pennsyl- 
vania and  West  Chester  State  College  could  constitute 
logical  choices  for  two  of  the  centers  because  of  their 
existing  equipment  capabilities.  Based  on  current  expen- 
ditures, implementation  should  provide  an  annual  saving 
of  approximately  $3. 6-million  in  manpower  and  facility 
expenses. 

Implementation  Strategy:  The  department  should  work 
with  the  Bureau  of  Management  Services  to  develop  and 
implement  a plan  to  establish  the  four  regional  centers  by 
September  1976. 

37.  Regionalize  the  placement  offices  of  the  14 
state-owned  colleges. 

Each  of  the  colleges  operates  a placement  service  for  its 
students.  In  addition  to  employment  activities,  they  con- 
duct career  seminars  and  arrange  for  on-campus  recruit- 
ing by  business  and  government.  Staff  usually  consists  of  a 
director,  an  assistant  and  appropriate  clerical  support. 
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Proposed  Approach:  The  activities  of  these  14  offices 
could  be  administered  more  efficiently  from  four  regional 
placement  offices.  A director  would  be  maintained  at 
each  school  to  provide  liaison,  but  all  assistant  positions 
and  approximately  30  clerical  jobs  could  be  eliminated. 
The  annual  saving  to  be  attained  would  amount  to 
approximately  $434,000. 

Implementation  Strategy:  The  secretary.  Department  of 
Education,  should  authorize  the  change  in  conjunction 
with  the  regionalization  of  electronic  data  processing 
activities  for  these  institutions. 

38.  Enforce  a uniform  energy  conservation  pro- 
gram at  all  state-owned  institutions. 

Within  the  state-owned  colleges  and  university,  much 
has  been  accomplished  toward  energy  conservation, 
based  on  general  guidelines  and  innovative  approaches. 
Indiana  University  of  Pennsylvania,  by  reviewing  its  bill- 
ing procedures,  was  able  to  negotiate  a lower  electrical 
usage  rate  which  achieved  substantial  savings.  Edinboro 
State  College  estimates  it  saved  $20,000  in  electricity  by 
extending  the  Christmas  holiday  break  for  1 2 days  during 
the  time  of  high  energy  consumption.  Unfortunately, 
specific  ideas  and  efforts  have  not  been  coordinated 
throughout  the  state-owned  school  network.  There  is  no 
consistent  program  in  operation  nor  is  there  a mutual 
exchange  of  information. 

Proposed  Approach:  The  state-owned  colleges  and  uni- 
versity, with  the  Department  of  Education  as  a focal  point, 
should  develop  and  implement  a uniform  energy  conser- 
vation program.  It  should  be  based  on  available  govern- 
ment and  industrial  programs  and  should  provide  specific 
goals.  Industrial  programs  have  reported  as  much  as  20% 
in  cost  reductions.  Implementation  in  the  state-owned 
school  system  should  result  in  at  least  a 5%  decrease  in 
the  projected  1976  expenditure  of  $10. 5-million.  Thus, 
the  annual  saving  would  be  approximately  $500,000. 

Implementation  Strategy:  The  Department  of  Education 
should  work  with  the  energy  coordinators  and  councils  at 
the  various  institutions  to  develop  and  install  a uniform 
conservation  program. 

39.  Examine  the  need  for  automatic  control  and 
monitoring  systems  at  state-owned  institutions. 

A project  is  under  construction  at  Bloomsburg  State  Col- 
lege which  will  extend  certain  utilities  on  campus  at  an 
estimated  cost  of  $300,000.  It  includes  installation  of  fire 
alarm  and  master  clock  systems,  security  tour  points  and 
surveillance  units  for  mechanical  equipment.  There  ap- 
pears to  be  serious  question  as  to  the  need  for  these 
extensive  controls  on  such  a small  campus.  There  is  only 
one  similar  system  in  operation  — at  Shippensburg. 


Proposed  Approach:  As  the  proposed  system  appears  to 
be  well  beyond  the  requirements  of  the  current,  self- 
contained  physical  plant,  the  entire  concept  should  be 
reevaluated.  This  should  be  done  to  prevent  an  extension 
of  this  type  of  project  to  the  remaining  schools  in  the 
system.  Considering  the  fiscal  pressures  which  exist  to 
reduce  institution  spending  levels,  any  cost  benefit  which 
might  result  from  implementation  should  be  clearly  de- 
fined and  quantified.  Unless  a study  reveals  a definite 
need  for  automatic  monitoring  and  control,  the  project 
should  not  be  adopted  by  any  other  state-owned  college. 
In  each  case,  there  would  be  a one-time  cost  avoidance  of 
approximately  $300,000.  Since  an  evaluation  is  neces- 
sary, no  saving  is  claimed. 

Implementation  Strategy:  The  existing  system  at  Ship- 
pensburg should  be  studied  by  the  Division  of  Physical 
Plant  and  Construction  in  the  Department  of  Education  to 
determine  its  usefulness.  The  director,  Physical  Plant  De- 
partment, at  Bloomsburg,  should  be  authorized  by  the 
president  and  vice  president,  Administration,  to  define 
the  benefits  of  the  system  proposed  for  that  school.  Costs 
and  savings  should  be  identified.  The  results  of  both  stud- 
ies should  provide  a basis  for  an  implementation  decision. 

40.  Eliminate  the  requirement  for  purchase  orders 
on  items  costing  less  than  $100. 

Whenever  an  item  is  purchased  for  any  of  the  14  state- 
owned  colleges  and  university,  a requisition  must  be 
typed  and  the  information  retyped  onto  a purchase  order. 
This  must  be  done  even  for  small  dollar  amounts. 

Proposed  Approach:  Instituting  the  use  of  a combination 
requisition-order  form  for  local  purchases  of  less  than 
$100  would  eliminate  the  retyping  activity.  It  would  also 
make  telephone  ordering  practical  since  orders  could  be 
confirmed  by  Purchasing  Department  notations  on  the 
forms.  Implementation  should  make  it  possible  to  elimi- 
nate one  clerical  position  at  each  state-owned  institution 
for  an  annual  saving  of  $1 1 2,000. 

Implementation  Strategy:  The  Bureau  of  Purchases  in  the 
Department  of  Property  and  Supplies  should  authorize 
the  proposed  change  in  procedures  and  update  its  field 
manual  accordingly.  Purchasing  directors  in  each  state 
agency  would  be  responsible  for  implementation. 

41.  Publish  an  information  booklet  describing  the 
14  state-owned  schools. 

There  is  no  single  booklet  which  describes  the  educa- 
tional opportunities  offered  at  the  state-owned  institu- 
tions. Because  of  this,  a student  wishing  to  compare  the 
various  schools  must  contact  each  for  a copy  of  its 
catalog.  This  results  in  duplicative  requests  and  unneces- 
sary mailing  expenses. 


Proposed  Approach:  A single  booklet  should  be  pub- 
lished to  provide  information  on  all  14  schools.  Intercol- 
lege comparisons  would  be  possible  and  greater  visibility 
afforded  the  lesser  known  institutions.  Data  should  be 
provided  which  would  encompass  a general  description 
of  the  school,  profile  of  student  life,  programs  of  study, 
expenses  and  admissions  policies.  Using  competitive 
bidding,  the  annual  cost  of  printing  such  a document  is 
estimated  at  $9,000.  However,  there  should  be  a com- 
pensating benefit  in  reduced  mailing  costs  and  clerical 
work  loads  at  the  individual  schools. 

Implementation  Strategy:  The  Board  of  State  College  and 
University  Directors  should  adopt  a resolution  authoriz- 
ing the  publication  of  a common  booklet.  Data  should  be 
submitted  by  the  schools  based  on  a standard  format. 
Implementation  should  be  complete  within  six  months. 

42.  Reduce  publishing  costs  for  undergraduate 

catalogs. 

Each  of  the  1 4 state-owned  institutions  produces  its  own 
undergraduate  catalog.  These  vary  in  size,  organization, 
quality  and  cost.  In  general,  they  are  more  elaborate  and 
expensive  than  necessary.  Because  of  the  relatively  small 
quantities,  unit  cost  are  high  — approximately  $1  per 
copy.  For  the  1 974-75  academic  year,  the  total  expendi- 
ture for  the  14  schools  was  $193,000. 

Proposed  Approach:  Standards  should  be  established 
with  regard  to  the  quality,  content,  organization  and  cost 
of  undergraduate  catalogs.  Paper  quality  should  be  stan- 
dardized at  a lower  level  that  at  present,  general  copy 
should  be  brief  and  course  descriptions  set  in  smaller 
type.  All  blank  pages  and  section  title  dividers  should  be 
eliminated  and  covers  prepared  in  two-color  rather  than 
four-color  printing.  Implementation  should  reduce  over- 
all costs  by  25%  and  provide  an  annual  saving  of  about 
$50,000. 

Implementation  Strategy:  The  Board  of  State  Col  lege  and 
University  Directors  should  adopt  a resolution  to  reduce 
catalog  publishing  costs.  A goal  of  25%  should  be  set  for  a 
systemwide  reduction  in  expenditures. 

BLOOMSBURG  STATE  COLLEGE 

The  college  is  organized  around  three  major  functional 
areas  (Academic  Affairs,  Administration  and  Student  Life) 
each  headed  by  a vice  president  reporting  to  the  presi- 
dent. Its  expenditures  for  fiscal  1 975  were  approximately 
$1  5.6-million. 

Total  staffing  at  Bloomsburg  State  is  630,  including  267 
teaching  faculty.  Full-time  equivalent  student  en- 
rollments in  1974-75  were  5,590. 


RECOMMENDATIONS 

43.  Establish  a branch  of  a local  bank  on  campus. 

Currently,  banking  needs  of  the  college  community  are 
served  by  a "student  bank"  operated  by  the  student  activi- 
ties committee  and  supported  by  student  funds.  It  has  a 
relationship  with  a local  bank  and  can  cash  checks 
against  deposits.  However,  it  cannot  offer  the  full  range  of 
services  that  a commercial  branch  could.  There  are  no 
other  banking  facilities  on  or  near  the  campus.  Local 
sources  feel  that  the  college  community's  size  (over  4,800 
students  and  600  staff)  warrants  a full-service  bank. 

The  existing  facility  was  constructed  in  anticipation  of 
eventual  takeover  by  a regular  bank.  It  physically  meets 
all  standards  for  federal  or  state  approval.  Its  ground-floor 
location  in  thecollege  union  is  ideal  for  customer  access. 

A proposed  Kehr  College  Union  Branch  Bank  bid  was 
prepared  by  Bloomsburg  in  1 974,  requesting  sealed  bids 
from  the  banking  community.  Submitted  to  the  Depart- 
ment of  Property  and  Supplies,  this  proposal  has  yet  to  be 
acted  upon.  Of  major  concern  is  the  question  of  the 
legality  of  the  state  negotiating  a contract  to  lease  space  in 
a government  building  to  a competitive  enterprise. 

Proposed  Approach:  A commercial  branch  bank  should 
be  established  on  the  campus  as  proposed.  A contract 
should  be  let  for  its  operation,  using  the  bid  request  as  a 
basis  for  negotiation  following  resolution  of  the  legal 
question. 

The  income  from  such  a contract  is  estimated  at  $3,000 
per  year.  The  Student  Government  Association  antici- 
pates an  annual  saving  of  approximately  $10,000  in 
salaries  and  supplies. 

Implementation  Strategy:  Bloomsburg  should  order  that 
another  request-for-action  be  sent  to  Property  and 
Supplies  regarding  the  proposed  branch  bank  bid.  The 
business  manager,  in  submitting  this  request,  should  sup- 
port it  with  an  opinion  by  the  college  counsel  regarding 
the  legality  of  the  operation. 

When  the  legal  question  is  resolved,  the  deputy  secretary 
in  charge  of  state  properties  should  establish  a bid- 
opening date  and  send  the  request  for  bids  to  appropriate 
area  banks.  In  accordance  with  state  regulations,  a con- 
tract should  be  awarded  and  full-service  operations  initi- 
ated. The  total  elapsed  time  from  the  request-for-action  to 
initial  operation  of  the  bank  should  be  no  more  than  four 
months. 

44.  Require  that  students  register  cars  and  park 
them  on  campus. 

The  worst  problem  between  the  town  of  Bloomsburg  and 
the  college  is  off-campus  parking  by  students.  Although 
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there  is  ample,  free  parking  on  campus,  nearby  streets  are 
normally  crowded  with  student  cars.  It  is  believed  most  of 
these  cars  belong  to  underclassmen  and  some  state  gran- 
tees, both  of  whom  are  usually  prohibited  from  having 
cars  on  campus. 

Proposed  Approach:  In  cooperation  with  the  town's 
council  and  police,  the  college's  Department  of  Safety 
and  Security  should  identify  those  students  parking  off 
campus  and  require  them  to  use  school  facilities.  In  addi- 
tion, to  cover  the  cost  of  registering  cars  and  issuing 
decals,  an  annual  charge  of  $3  should  be  levied  on  all 
registrants  — students,  faculty  and  other  employees. 

The  rule  prohibiting  underclassmen  from  having  cars 
should  be  reevaluated  in  light  of  modern  standards,  and 
perhaps  modified  to  include  only  those  on  academic 
probation.  Students  violating  the  regulations  of  state 
grants  should  be  dealt  with  through  their  guardians  and 
the  assistance  agency. 

These  actions  will  improve  community  relations,  traffic 
conditions  and  utilization  of  campus  facilities.  Abuses  of 
grant  regulations  should  be  dealt  with,  and  perhaps  some 
loans  can  be  redirected  or  canceled.  In  addition,  the 
parking  fee  will  generate  a modest  annual  income  of 
$ 1 0,000  to  offset  the  cost  of  registration  and  parking  area 
maintenance. 

Implementation  Strategy:  When  the  academic  year  starts, 
students  should  be  required  to  register  cars  in  their  pos- 
session, as  should  other  owners  (faculty,  noninstructional 
personnel).  The  Department  of  Safety  and  Security  should 
issue  identification  decals  at  a charge  of  $3.  Registrants 
should  be  required  to  park  in  designated  areas.  These 
should  be  marked  with  spaces  provided  for  visitors. 

The  vice  president,  Student  Life,  aided  by  a faculty/ 
student  committee,  should  reevaluate  the  rules  regarding 
possession  of  an  automobile.  Revised  policies  should  be 
enforced  by  both  student  government  and  the  administra- 
tion. Students  denied  car  privileges  should  be  allowed  to 
use  a designated  area  for  long-term  storage  of  their  cars. 
This  should  be  on  college  property,  and  could  be  located 
at  the  upper-level  campus. 

45.  Sell  most  of  the  unused  acreage  belonging  to 
Bloomsburg  State  College. 

Bloomsburg  occupies  two  tracts  — upper  campus  and 
lower  campus  — totaling  1 76  acres.  The  73  acres  of  the 
lower  campus  tract  are  fully  utilized.  However,  only  50  of 
the  1 03  acres  in  the  second  parcel  have  been  developed. 
Long-range  plans  called  for  eventual  use  of  the  land  for 
academic  purposes  and  utilities  — water,  sewers  and 
electricity  — have  been  installed.  However,  based  on 
current  trends  and  revised  forecasts  of  student  enroll- 
ment, there  is  little  chance  that  present  facilities  will  need 


expansion  in  the  foreseeable  future.  Therefore,  the  land 
should  be  sold. 

Proposed  Approach:  The  plot  plan  for  the  upper  campus 
should  be  reviewed  and  reevaluated  in  terms  of  the  long- 
range  needs  of  the  college.  Optimum  areas  should  be 
identified  and  held  for  future  requirements.  The  remain- 
ing acreage  should  be  sold.  The  estimated  value  is  $4,000 
per  acre.  Assuming  a sale  of  at  least  40  acres,  the  one-time 
income  would  be  $160,000.  This  amount  is  claimed  in 
the  Physical  Resources  section.  Efforts  in  regard  to  a land 
sale  should  be  coordinated  with  the  Division  of  Real 
Estate  Management,  a new  activity  proposed  for  the 
Bureau  of  Real  Estate. 

Implementation  Strategy:  The  state  as  owner  of  the  land 
will,  through  its  Bureau  of  Real  Estate,  handle  the  sale. 
This  process  will  vary,  depending  on  the  market  for  the 
land  in  Bloomsburg  and  the  priority  this  transaction  is 
given.  The  time  required  should  not  exceed  three  years. 

Prior  to  any  action  by  the  state,  the  college  president 
should  appoint  an  administrator  to  handle  an  evaluation 
of  the  upper  campus  tract.  This  person  should,  possibly 
with  the  aid  of  a small  task  force,  coordinate  an  overall 
study.  It  will  integrate  the  long-range  plan  for  the  college 
with  a special  review  of  previous  plans  for  the  upper 
campus.  Identification  should  be  made  of  the  prime  areas 
for  campus  expansion.  These  results  should  be  reviewed 
by  the  college  president  and  discussed  with  the  Bureau  of 
Real  Estate.  Land  identified  as  excess  should  be  sold. 

CALIFORNIA  STATE  COLLEGE 

This  college  offers  courses  in  the  arts,  sciences  and  pro- 
fessional education  fields.  The  full-time  equivalent  en- 
rollment for  1974-75  was  4,030.  Expenditures  for  fiscal 
1 975  were  approximately  $1  7.3-million.  The  total  staff  is 
705  of  which  336  are  instructional  faculty. 

RECOMMENDATIONS 

46.  Merge  the  accounts  payable  and  accounts  re- 
ceivable functions  in  the  college's  Purchasing 
Department. 

The  Accounts  Payable  Section  is  staffed  by  eight  clerk- 
typists,  one  clerk-stenographer,  a purchasing  agent  and  a 
procurement  director.  The  volume  of  work  is  such  that 
personnel  are  noticeably  underutilized. 

Proposed  Approach:  The  Accounts  Payable  Section 
should  be  merged  with  Accounts  Receivable  and  the  total 
staff  reduced  by  one  purchasing  agent  and  one  clerk- 
typist.  This  would  improve  the  work  levels  and  permit  an 
annual  saving  of  $24,000. 


Implementation  Strategy:  U pon  authorization  of  the  pres- 
ident, the  vice  president,  Business  Affairs,  should  make 
the  necessary  personnel  changes. 

47.  Eliminate  dormitory  housemothers. 

At  one  time,  these  positions  were  necessary  to  maintain 
discipline  within  dormitory  residences.  With  the  advent 
of  open  housing  on  campus,  the  concept  of  a house- 
mother is  outdated  and  unnecessary. 

Proposed  Approach:  Custodial  care  should  be  provided 
by  graduate  students  living  in  the  dormitories.  These  stu- 
dents would  provide  whatever  supervision  was  necessary 
and  would  be  reimbursed  by  free  board.  The  total  annual 
cost  would  be  $4,000.  Eliminating  the  10  housemother 
positions  would  provide  an  annual  saving  of  $107,000. 
The  net  annual  saving  would  be  $103,000. 

Implementation  Strategy:  The  president  should  authorize 
the  vice  president,  Academic  Affairs,  to  make  the  neces- 
sary personnel  changes.  Implementation  should  be  com- 
plete no  later  than  the  spring  semester,  1976. 

48.  Do  not  construct  the  proposed  library. 

A utilization  review  of  the  library  books  at  California  State 
shows  that  60%  are  never  taken  out,  20%  are  seldom 
used  and  20%  are  actively  circulated.  The  need  for  stor- 
age space  to  house  new  volumes  is  such  that  a new 
facility  is  in  the  planning  stage.  A capital  expenditure  of 
$5. 7-million  has  been  approved. 

Proposed  Approach:  Several  methods  should  be 
employed  to  increase  active  library  shelf  space  in  the 
existing  facility.  This  would  eliminate  the  need  for  a new 
library.  Steps  to  be  taken  should  include: 

• Provision  of  inactive  storage  space.  Inactive  volumes 
should  be  removed  from  library  shelves  and  com- 
pacted for  maximum  storage  capacity.  Library  of 
Congress  codes  could  be  used  to  provide  retrieval 
access  through  the  standard  card  file.  This  will  free 
sufficient  shelf  space  for  library  acquisitions. 

• Utilization  of  mobile  facilities.  This  method  could  be 
used  to  permit  a sharing  of  library  resources  between 
California,  Indiana,  Slippery  Rock  and  the  University 
of  Pittsburgh. 

• Installation  of  facsimile  transfer  equipment.  Such  sys- 
tems are  in  existence  at  the  University  of  Pittsburgh, 
Penn  State  and  various  other  state  college  libraries. 
Although  installation  costs  can  be  significant,  this 
approach  has  substantial  potential  for  reducing  an- 
nual acquisition  expenditures.  These  costs  amounted 
to  $61 6,000  for  the  California  library  in  fiscal  1975. 

Utilization  of  these  alternatives  should  make  the  existing 
library  facility  more  than  adequate,  permitting  the  school 


to  achieve  a one-time  cost  avoidance  of  approximately 
$5. 7-million.  Annual  savings  related  to  operating  costs 
cannot  be  quantified. 

Implementation  Strategy:  The  president  should  obtain  the 
approval  of  the  trustees  to  withdraw  the  capital  construc- 
tion request.  The  vice  president,  Academic  Affairs,  should 
authorize  the  director,  Library  Services,  to  augment  exist- 
ing facilities  as  proposed. 

49.  Centralize  purchase  and  distribution  of  au- 
diovisual materials. 

There  is  no  system  to  provide  accurate  records  of  avail- 
able audiovisual  materials  or  current  expenditures.  In 
addition,  no  attempt  is  made  to  correlate  needs  and 
equipment  between  departments.  In  some  cases,  the  lo- 
cation or  condition  of  equipment  is  not  known. 

Proposed  Approach:  A central  distribution  and  catalog- 
ing system  should  be  established  under  tight  budgetary 
controls.  Based  on  a projected  budget  of  $450,000  for 
fiscal  1 976,  it  is  estimated  that  an  annual  cost  avoidance 
of  $90,000  can  be  achieved.  This  would  be  ac- 
complished by  reducing  excessive  inventories  and  avoid- 
ing duplicate  purchases.  Student  services  could  be 
utilized  to  run  a distribution  center  to  keep  track  of  cur- 
rent equipment. 

Implementation  Strategy:  The  director,  Audiovisual  Aids, 
should  assume  responsibility  for  all  such  equipment  and 
purchases  on  campus.  He  should  develop  a system  to 
correlate  requirements  with  existing  resources. 

CHEVNEY  STATE  COLLEGE 

Cheyney's  educational  curriculum  has  traditionally  been 
designed  to  produce  teachers,  although  degrees  are  also 
offered  in  the  arts  and  sciences.  The  school  has  experi- 
enced significant  growth  since  1960.  At  that  time,  the 
full-time  equivalent  student  body  numbered  several 
hundred.  It  now  totals  more  than  2,300.  Of  the  401  staff 
members,  164  are  instructional  faculty.  The  operating 
expenditures  for  fiscal  1975  were  about  $1  0.2-million. 
Immediate  plans  call  for  orderly  expansion  of  the  school's 
faculty,  student  body  and  physical  plant  along  with  a 
broadening  of  the  educational  curriculum. 

RECOMMENDATIONS 

50.  Phase  out  unnecessary  director  positions. 

The  following  areas  now  have  division  directors: 
Humanities;  Social  and  Behavioral  Sciences;  Natural 
Sciences  and  Mathematics;  Student  Teaching;  Secondary 
Education:  World  Cultures  Center;  and  Cultural  and 
Learned  Affairs  Center.  This  position  represents  a hybrid 
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function  between  the  deans  and  the  department  chair- 
men. It  encompasses  many  planning  responsibilities 
which  should  be  handled  by  the  respective  deans.  In 
addition,  the  ratio  of  administrators  to  faculty  members  in 
the  academic  affairs  area  is  sufficiently  high  to  dilute 
decision-making  activities  and  slow  communications. 
The  World  Cultures  and  Cultural  and  Learned  Affairs 
Centers  are  basically  support  functions.  Funds  are  now 
provided  through  private  and  federal  grants,  but  con- 
tinuance of  activities  will  soon  require  state  funding. 

Proposed  Approach:  The  division  directors  should  be 
phased  out  and  their  responsibilities  assigned  to  the  deans 
and  department  chairmen  as  appropriate.  Three  of  the 
incumbents  will  be  retiring  within  two  years.  Remaining 
positions  should  be  eliminated.  The  annual  saving  to  be 
realized  would  amount  to  $70,000.  Elimination  of  the 
two  center  directors  would  provide  an  additional 
$67,000  in  cost  avoidance  benefits.  Implementation 
would  enhance  decision-making  activities  and  acceler- 
ate communications. 

Implementation  Strategy:  The  president  should  authorize 
a restructuring  of  administrative  responsibilities  in  the 
academic  affairs  area  to  effect  the  change.  Implementa- 
tion should  be  complete  by  the  end  of  fiscal  1977. 

51.  Provide  secretarial  support  for  department 
chairmen  and  faculty. 

Because  department  chairmen  do  not  have  secretaries, 
most  of  them  must  spend  40%  to  50%  of  their  time 
performing  routine  administrative  duties.  Many  do  their 
own  typing  and  filing,  teach  at  least  six  hours  per  week 
and  hold  office  hours  for  student  consultations.  At  pres- 
ent, there  is  one  secretary  per  division  who  reports  to  the 
division  director.  A pool  of  four  typists  is  also  available, 
but  turnaround  time  for  correspondence  averages  three 
days  to  a week.  The  ratio  of  support  help  to  directors, 
chairmen  and  faculty  is  roughly  1 to  15. 

Proposed  Approach:  As  a previous  recommendation 
eliminated  five  division  directors,  the  secretaries  assigned 
to  them  would  be  available  to  provide  necessary  adminis- 
trative support.  In  addition,  a clerical  work  study  should 
be  performed  to  determine  if  more  staff  is  necessary. 
Increasing  this  support  should  provide  department 
chairmen  with  an  additional  three  hours  per  week  which 
could  be  spent  teaching.  This  would  be  the  equivalent  of 
three  faculty  members.  Eliminating  the  necessity  for  three 
new  teaching  positions  would  provide  an  annual  cost 
avoidance  of  $54,000.  The  secretarial  salaries  are  already 
in  the  operating  budget. 

Implementation  Strategy:  Division  secretaries  should  be 
reassigned  and  the  vice  president,  Academic  Affairs, 
should  determine  the  need,  if  any,  for  increased  clerical 


support.  Department  chairmen  should  increase  their 
teaching  schedules  during  the  1975-76  academic  year. 

52.  Eliminate  the  coordinator  position  in  Affirma- 
tive Action  and  Labor  Relations. 

This  position  was  established  to  provide  assistance  to  the 
institution's  affirmative  action  officer.  It  is  a part-time 
activity  and  the  nature  of  the  problems  have  now  changed 
to  a point  where  the  cost  of  its  continuance  cannot  be 
justified. 

Proposed  Approach:  The  responsibilities  of  this  position 
should  be  incorporated  with  those  of  the  designated  af- 
firmative action  officer  and  the  personnel  officer.  A sav- 
ing of  $22,000  annually  would  result  since  the  shift  of 
assignment  would  not  add  significantly  to  the  work  loads 
of  the  other  two  people. 

Implementation  Strategy:  The  president  should  issue  a 
directive  to  accomplish  this  change.  It  should  be  com- 
pleted by  the  end  of  fiscal  1976. 

CLARION  STATE  COLLEGE 

This  is  a state-owned  institution  located  within  the  town 
of  Clarion.  The  full-time  equivalent  enrollment  for 
1 974-75  was  4,729.  Curriculum  enrollment  is  40%  edu- 
cation, 17%  business  management  and  43%  liberal  arts 
and  sciences.  Its  fiscal  1975  expenditures  totaled  $16- 
million.  The  staff  of  636  includes  a faculty  of  249. 

RECOMMENDATIONS 

53.  Extend  contract  custodial  services  to  all  college 
residence  halls. 

Custodial  services  are  supplied  by  an  outside  vendor  for 
four  residence  halls  and  a dining  facility.  The  cost  is 
approximately  $18,300  per  building  on  a yearly  basis. 
Three  other  residence  halls  are  maintained  by  college 
employees  at  an  annual  cost  of  $30,300  per  building. 

Proposed  Approach:  The  contractor  has  submitted  an 
estimate  of  $ 1 5,000  each  to  include  the  other  three  build- 
ings. Implementation  will  save  approximately  $45,900 
per  year  by  eliminating  eight  positions. 

Implementation  Strategy:  A request  for  approval  should 
be  submitted  by  the  president  to  the  appropriate  officials 
in  the  comptroller's  area  of  the  Department  of  Education 
and  the  Office  of  Administration.  Implementation  should 
be  accomplished  within  three  months. 

54.  Contract  for  all  refuse  removal  services. 

State  employees  now  collect  refuse  from  various  campus 
locations  and  transport  it  to  a central  point.  It  is  then 
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picked  up  by  a local  contractor  tor  final  disposal.  It  would 
be  more  economical  to  permit  the  contractor  to  collect 
the  refuse. 

Proposed  Approach:  The  contractor  has  submitted  an 
estimate  of  $ 1 5,000  for  collection  and  removal  services. 
This  would  save  about  $10,000  yearly  over  current  ex- 
penditures by  eliminating  two  positions. 

Implementation  Strategy:  A request  for  approval  should 
be  submitted  by  the  president  to  the  appropriate  officials 
in  the  comptroller's  area  of  the  Department  of  Education 
and  the  Office  of  Administration.  Implementation  should 
be  accomplished  within  three  months. 

EAST  STROUDSBURG  STATE  COLLEGE 

This  school  offers  baccalaureate  degrees  in  the 
humanities,  natural  sciences  and  social  sciences  as  well 
as  graduate  degrees  in  education  and  the  arts.  Its  1 40-acre 
campus  contains  32  housing,  instructional  and  support 
facilities,  including  a computer  center,  a communica- 
tions hub  with  two  TV  studios  and  a 235,000-volume 
library.  Instructional  faculty  comprise  211  of  the  527- 
member  staff. 

Total  college  expenditures  for  fiscal  1975  amounted  to 
$1  2.4-million.  Though  the  cost  of  providing  education  is 
increasing  20%  yearly,  East  Stroudsburg  maintained  a 
full-capacity  enrollment  of  4,220  for  1974-75. 

RECOMMENDATIONS 

55.  Combine  the  custodial  and  maintenance  staffs 
under  the  plant  engineer. 

About  60  employees  perform  custodial  duties  at  the  col- 
lege. Presently,  they  report  to  the  assistant  business  man- 
ager. This  means  that  the  appearance  and  upkeep  of  the 
school  are  dependent  upon  coordination  between  the 
custodial  staff  and  the  maintenance  personnel.  These 
custodians  should  be  providing  first-line  preventive 
maintenance  by  being  held  accountable  for  reporting 
repair  needs  detected  during  routine  cleaning. 

Proposed  Approach:  The  custodial  staff  should  report  to 
the  plant  engineer.  Thus,  all  functions  relating  to  appear- 
ance and  maintenance  of  the  school  would  be  cen- 
tralized. This  should  result  in  increased  efficiency  in 
scheduling  and  overall  operation.  No  direct  savings  are 
claimed. 

Implementation  Strategy:  This  reorganization  can  be  ac- 
complished by  order  of  the  president.  The  institution's 
business  manager  should  be  held  responsible  for  its  im- 
mediate execution. 


56.  Eliminate  the  position  of  housemother. 

There  are  currently  four  housemothers  assigned  to  the 
women's,  dormitories.  Many  of  their  traditional  duties 
have  been  phased  out  while  others  have  been  assumed  by 
resident  assistants.  The  housemother  function  is  passe. 
Students  can  come  and  go  at  liberty.  Maintaining  general 
order  and  satisfactory  study  conditions  has  become  the 
responsibility  of  the  resident  advisor. 

Proposed  Approach:  The  school  should  eliminate  the 
position  of  housemother  and  charge  the  resident  assis- 
tants with  sole  responsibility  for  handling  minor  prob- 
lems. The  total  savings  in  salaries  would  amount  to 
$42,1 00  annually. 

Implementation  Strategy:  The  president  should  issue  an 
order  eliminating  the  position  of  housemother.  The  dean, 
Student  Affairs,  should  then  take  the  necessary  actions  to 
carry  out  this  directive. 

57.  Reduce  the  medical  facilities  at  East  Strouds- 
burg State  College. 

The  college's  22-bed  medical  center  is  staffed  by  a full- 
time physician,  four  registered  nurses  and  a secretary.  The 
infirmary  is  open  1 36  hours  a week.  The  center  has  two 
examination  rooms,  a reception  area,  lounge  and  waiting 
room,  double  rooms,  ward,  offices,  supply  rooms  and  a 
fully  equipped  kitchen.  These  facilities  are  available  to 
students,  faculty  and  employees  at  no  cost  for  the  first 
three  days  and  $1  per  day  thereafter. 

Health  center  admissions  totaled  only  1 3 in  the  1973  fall 
semester  and  12  in  fall  1974.  None  of  these  patients 
remained  longer  than  two  days.  Most  of  the  center's 
caseload  consists  of  outpatients  with  colds,  stomach  up- 
sets and  headaches  — problems  easily  handled  by  a 
nurse.  For  work  such  as  x-rays,  lab  tests  and  physical 
therapy,  patients  are  presently  referred  to  General  Hospi- 
tal, a 235-bed  facility  adjacent  to  the  campus. 

Proposed  Approach:  Medical  services  should  be  reduced 
to  the  point  that  one  registered  nurse,  with  a normal  work 
week,  would  provide  outpatient  care  and  handle  atten- 
dant recordkeeping.  These  tasks  could  be  accomplished 
in  justoneexamination  room  and  an  adjoining  office.  The 
second  examination  room  should  be  converted  into  a 
reception/waiting  area. 

Cases  requiring  a doctor  would  be  referred  to  General 
Hospital.  Physical  examinations  for  athletes  could  be 
conducted  atthe  health  center  by  a physician  on  contract. 
Resulting  reductions  in  work  force  and  expended 
supplies  would  produce  annual  savings  of  $100,000. 

Implementation  Strategy:  The  president,  with  approval  of 
the  trustees,  should  authorize  reduction  of  the  college 
medical  center  to  a limited  outpatient  facility.  The  dean, 
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Student  Affairs,  should  direct  all  changeover  activity,  in- 
cluding personnel  reassignment  and  liaison,  with  the 
local  hospital.  He  should  coordinate  with  the  athletic 
director  on  securing  a contractual  agreement  with  a doc- 
tor to  conduct  physical  examinations.  This  entire 
changeover  should  be  accomplished  by  the  1976  fall 
semester. 

58.  Convert  vacated  health  center  space  into  a 
dormitory. 

The  present  shortage  of  student  housing  is  critical.  En- 
rollment is  increasing  steadily  and  zoning  laws  prohibit 
group  living  within  the  community.  Therefore,  there  is  an 
expanding  need  for  on-campus  dormitory  space.  Where 
possible,  three  students  are  being  assigned  to  rooms  in- 
tended for  double  occupancy.  Nevertheless,  additional 
space  is  needed. 

Proposed  Approach:  As  soon  as  campus  medical  services 
are  curtailed,  the  vacated  portion  of  the  health  center 
could  be  converted  to  dormitory  facilities  at  minimal  cost. 
The  available  space  could  provide  double  accommoda- 
tions for  at  least  30  students.  At  $864  per  student  per  year, 
total  additional  income  would  be  about  $25,900. 

Implementation  Strategy:  Following  authorization  by  the 
president,  and  in  coordination  with  the  dean,  Student 
Affairs,  the  plant  engineer  should  accomplish  the  dormit- 
ory conversion  as  quickly  as  the  health  center  space 
becomes  available. 

59.  Apply  a cost  differential  to  dormitory  housing 
by  charging  an  additional  $25  per  semester  for 
double  occupancy. 

Presently,  the  college  has  a severe  shortage  of  student 
housing.  There  are  eight  dormitories  with  a total  designed 
capacity  of  1,788.  In  order  to  meet  a far  greater  need, 
studies  and  lounges  have  been  converted  and  200  double 
rooms  are  now  housing  three  students.  However,  there  is 
no  differential  in  the  cost  of  this  housing.  Students  are 
paying  identical  rates  regardless  of  the  number  assigned 
to  a room. 

Proposed  Approach:  In  fairness,  a cost  differential  must 
be  established  for  dormitory  housing.  The  more  than 
1 ,300  students  who  enjoy  double  occupancy  should  pay 
$25  more  per  semester  than  those  with  two  roommates. 
This  extra  charge  would  produce  added  income  of 
$32,850  per  semester,  or  $65,700  annually. 

Implementation  Strategy:  With  the  aid  of  the  business 
manager,  the  dean,  Student  Affairs,  should  develop  a 
cost-based  plan  justifying  the  new  charge  for  presentation 
to  the  president.  Upon  approval,  the  dean,  Student  Af- 
fairs, should  institute  the  charge  and  provide  written 
notification  to  all  students  and  college  publications. 


EDINBORO  STATE  COLLEGE 

This  state-owned  college  expended  $1  9.2-million  in  fis- 
cal 1975.  The  curriculum  includes  arts  and  humanities, 
sciences  and  social  sciences  and  education  courses.  The 
average  credit-hour  cost  is  $80.48  which  compares 
favorably  with  the  rate  of  $92.77  at  other  state-owned 
institutions.  The  total  full-time  equivalent  enrollment  for 
1974-75  was  7,006  students.  There  has  been  a sharp 
reduction  in  enrollments  for  educational  programs,  par- 
ticularly elementary  education  programs. 

RECOMMENDATIONS 

60.  Revise  organizational  and  management  prac- 
tices at  the  Gehring  Health  Center. 

This  student  health  center  operates  with  a full-time  direc- 
tor, three  additional  part-time  physicians  and  1 0 nurses.  It 
has  20  beds  and  receives  approximately  53  student  visits 
per  school  day.  A charge  of  $1  is  made  for  prescription 
medications.  In  most  cases,  the  physicians  are  contacted 
in  their  offices  by  a nurse  who  describes  the  symptoms  to 
be  treated.  Both  the  methods  of  dispensing  drugs  and  the 
high  level  of  nursing  personnel  are  questionable. 

Proposed  Approach:  The  health  center  should  establish 
an  objective  of  breaking  even  with  operating  expenses  by 
controlling  costs  and  charging  equitable  fees  for  its  ser- 
vices. In  addition,  a reduction  of  25%  in  operating  costs 
should  be  set  as  a second  goal.  Several  changes  should  be 
initiated  to  accomplish  this.  First,  the  part-time  physicians 
should  either  establish  regular  clinic  hours  or  be  taken  off 
the  college  payroll.  A realistic  schedule  of  medication 
charges  shou  Id  be  establ  ished  and  a fee  of  $ 1 0 per  student 
initiated  to  cover  the  health  service  operation.  Proper 
scheduling  could  reduce  the  nursing  staff  by  three  posi- 
tions. Implementation  would  provide  an  annual  income 
of  $1  70,000  and  an  annual  saving  of  $30,000. 

Implementation  Strategy:  The  college  president  should 
authorize  a $1 0 fee  for  health  services.  He  should  direct 
the  school  business  manager  to  review  current  operating 
practices  and  initiate  required  changes  in  cooperation 
with  the  health  center's  director. 

61.  Close  the  college's  Shenango  Valley  Campus. 

Enrollments  at  this  campus  have  declined  to  the  point 
where  operating  costs  can  no  longer  be  justified.  At  pres- 
ent, there  are  only  99  students  and  prospects  for  sub- 
sequent semesters  are  poor.  The  operating  deficit  for  the 
first  semester  of  1974-75  exceeded  $50,000.  Alternate 
state  institutions  are  within  driving  distance  of  this  school. 

Proposed  Approach:  The  campus  should  be  closed  and 
prospective  students  accommodated  in  nearby  state  edu- 


cational  institutions.  Implementation  would  provide  an 
annual  saving  of  $250,000  in  operating  costs. 

Implementation  Strategy:  A recommendation  to  close  the 
school  should  be  developed  by  the  college  president  and 
referred  to  state  authorities  in  Harrisburg.  It  should  incor- 
porate a plan  for  accommodating  present  students  in 
other  facilities. 

62.  Sell  the  surplus  land  owned  by  Edinboro  State 
College. 

Edinboro  owns  approximately  585  acres  of  land.  At  least 
200  are  undeveloped  and  will  not  be  required  by  the 
college  in  the  foreseeable  future.  Portions  of  this  land 
could  be  used  for  residential  or  commercial  purposes. 

Proposed  Approach:  The  college  should  establish  a 
realistic  long-range  building  program  and  sell  surplus 
land  holdings.  Assuming  that  150  acres  were  sold  at  a 
price  of  $3,000  per  acre,  the  one-time  income  would  be 
$450,000.  The  proposed  Division  of  Real  Estate  Man- 
agement in  the  Bureau  of  Real  Estate  should  be  consulted 
before  any  steps  are  taken. 

Implementation  Strategy:  The  president  should  appoint  a 
task  force  to  study  the  long-range  land  needs  of  Edinboro 
State  College.  Sale  of  any  acreage  classified  as  excess 
because  of  this  study  should  be  coordinated  with  the 
Bureau  of  Real  Estate. 

INDIANA  UNIVERSITY 

Indiana  is  the  largest  of  the  14  state-owned  schools.  It 
offers  both  graduate  and  undergraduate  training  and  the 
curriculum  includes  courses  in  arts  and  sciences,  busi- 
ness, education,  fine  arts,  health  services  and  home  eco- 
nomics. The  university  has  a main  campus  and  two 
branch  locations.  Full-time  equivalent  enrollment  for 
1974-75  was  1 1,362  students.  Staff  numbers  1,207  of 
which  549  are  instructional  faculty  members.  Expendi- 
tures in  fiscal  1975  were  $29. 5-million. 

RECOMMENDATIONS 

63.  Eliminate  the  expense  of  the  four  dormitory 
housemothers  at  the  branch  campuses. 

Each  of  the  university's  branch  campuses  has  two  pri- 
vately owned  dormitories  for  which  the  school  provides 
housemothers.  These  positions  were  eliminated  from 
main  campus  private  dormitories  a few  years  ago.  The 
justification  for  maintaining  them  at  the  branches  is  not 
sufficient  to  warrant  the  expense  to  the  state. 

Proposed  Approach ; Since  these  are  privately  owned 
facilities,  the  state  employees  now  working  as  house- 


mothers should  be  eliminated  from  the  staff.  The  owners 
should  then  assume  full  responsibility  for  providing  re- 
quired personnel.  Implementation  W'ould  result  in  an  an- 
nual salary  saving  of  $39,000. 

Implementation  Strategy:  The  president  should  issue  an 
executive  order  eliminating  these  positions.  The  vice 
president,  Student  Affairs,  would  be  responsible  for  in- 
forming the  dormitory  owners  and  the  incumbent 
housemothers  of  the  action  taken.  The  university  should 
provide  assistance  to  the  owners  in  selecting  adequate 
replacements. 

64.  Institute  a health  fee  of  $15  per  semester  for 
full-time  students. 

The  university  operates  a full-time  infirmary  to  serve  stu- 
dent needs.  The  health  center  employs  four  physicians 
and  14  nurses.  The  cost  of  operation  was  budgeted  at 
$347,000  for  fiscal  1 975  with  revenues  of  $1  7,000  from 
the  sale  of  medication  and  room  charges. 

Proposed  Approach:  Operating  expenses  for  this  service 
should  be  supported  by  the  students  rather  than  the  state. 
Therefore,  a health  fee  of  $15  per  semester  should  be 
initiated  for  all  full-time  students.  The  university  should 
also  determine  what  charges,  if  any,  should  be  made  to 
part-time,  summer  school  and  branch  campus  students. 
Implementation  should  provide  an  annual  income  of 
$300,000  to  offset  the  majority  of  the  operating  expenses. 

Implementation  Strategy:  The  president  should  ask  the 
trustees  to  add  this  fee  to  those  authorized  for  fiscal  1 976. 
It  is  not  anticipated  that  the  university  will  be  able  to 
recover  its  operating  expenditures  through  this  proposal. 

KUTZTOWN  STATE  COLLEGE 

Primarily,  this  school  is  a teachers  college.  It  is  now 
broadening  the  curriculum  to  include  undergraduate  and 
graduate  studies  in  the  arts  and  sciences.  Full-time- 
equivalent  enrollment  for  1974-75  was  4,850.  The  col- 
lege's total  staff  complement  of  629  includes  265  instruc- 
tional faculty  members.  The  administration  functions 
well  in  most  areas  and  uses  available  funds  to  maximum 
benefit.  However,  wage  increases  and  general  inflation 
are  placing  a severe  strain  on  the  institution.  Fiscal  1 975 
expenditures  were  $ 1 4.5-million. 

RECOMMENDATIONS 

65.  Expand  the  existing  security  force  to  eliminate 
the  need  for  contract  services. 

Daytime  campus  security  is  handled  by  the  college's  own 
five-member  force.  One  of  them  spends  most  of  his  time 
performing  clerical  work  while  another  serves  as  a relief 
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man.  This  organization's  primary  function  is  to  control 
traffic  and  parking.  Between  4:00  p.m.  and  8:00  a.m., 
campus  protection  is  provided  by  a commercial  security 
force  of  1 4.  This  is  a costly  service  and  the  college's  chief 
security  officer  is  dissatisfied  with  the  firm's  personnel 
because  of  their  poor  qualifications  and  high  turnover. 

Proposed  Approach:  The  internal  securityforceshould  be 
expanded  so  that  the  contract  service  can  be  terminated. 
Presently,  security  is  a responsibility  of  the  business  man- 
ager. To  improve  supervision,  consideration  should  be 
given  to  transferring  this  function  to  the  student  affairs 
vice  president  or  the  assistant  business  manager. 

Job  descriptions  should  be  prepared  for  a director  of 
safety  and  security  and  a chief  of  security.  They  would  be 
responsible  for  writing  standard  operating  procedures 
and  selecting  candidates  for  an  enlarged  force  totaling 
about  15  people,  including  a clerk.  Training  expenses 
would  total  about  $6,000.  One-time  uniform  allowances 
for  three  supervisors  and  nine  officers  would  cost  an 
additional  $3,800. 

Kutztown's  split  security  arrangement  costs  $274,700  a 
year.  Mil lersvil le,  a comparable  state  college,  operates  an 
internal,  15-man  force  for  $222,700.  Therefore,  this  rec- 
ommendation should  produce  annual  savings  ap- 
proximating $52,000. 

Implementation  Strategy:  The  president  must  establish 
the  chain  of  command  for  the  expanded  security  force, 
job  descriptions  should  be  prepared  by  his  administra- 
tion. All  personnel  selected  by  the  new  director  and  se- 
curity chief  should  be  approved  by  the  administration. 
The  total  force  should  be  organized  and  trained  by  June 
30,  1976,  which  is  year-end  for  the  service  contract. 

66.  Eliminate  the  position  of  purchasing  agent. 

The  present  purchasing  agent  has  been  in  the  position  for 
10  years,  yet  there  are  practically  no  records  on  requisi- 
tions processed  by  his  office.  Follow-up  files  and  written 
correspondence  concerning  unapproved  purchase  or- 
ders do  not  exist.  There  is  a lack  of  good  business  practice 
on  the  part  of  this  office. 

These  deficiencies  exist  despite  an  admittedly  low  vol- 
ume of  purchase  orders.  Faculty  members  commonly 
bypass  the  Purchasing  Office  and  forward  purchase  or- 
ders directly  to  the  Business  Office  for  processing. 

Proposed  Approach:  The  administration  should  eliminate 
the  purchasing  agent  position.  It  should  define  and  pub- 
lish the  purchasing  mission  for  the  Business  Office,  in- 
structing all  personnel  to  channel  requests  accordingly. 
This  office  should  produce  monthly  reports  on  purchas- 
ing activity  by  volume,  dollar  value,  completion  status 
and  other  categories,  in  line  with  standard  business  pro- 


cedures. The  reorganized  purchasing  effort  should  be 
directed  by  the  assistant  business  manager. 

The  Business  Office  would  handle  purchasing  for  the 
entire  college,  thus  relieving  other  personnel  of  this  func- 
tion. Eliminating  the  purchasing  agent  position  will  pro- 
vide annual  savings  of  $20,000. 

Implementation  Strategy:  The  college's  president  should 
define  the  purchasing  function  and  assign  it  to  the  Busi- 
ness Office.  F3e  must  direct  all  personnel  to  send  future 
purchase  orders  through  this  office.  Then,  he  should  ter- 
minate the  present  purchasing  agent  position.  The  busi- 
ness manager  should  assign  all  of  the  purchasing  duties  to 
his  assistant. 

67.  Charge  a fee  to  students  and  employees  who 
use  parking  facilities. 

At  present,  parking  expenditures  are  included  in  the  over- 
all school  budget  and  supported  by  state  appropriations 
and  student  tuition  fees.  It  would  be  more  equitable  to 
identify  these  costs  and  establish  a fee  schedule  to  cover 
them.  In  this  way,  the  expense  will  be  assumed  by  those 
people  using  the  parking  facilities. 

Proposed  Approach:  An  estimate  of  direct  and  indirect 
expenses  related  to  operation  and  maintenance  of  cam- 
pus parking  should  be  made  by  the  school's  Business 
Office.  From  these  data,  a reasonable  fee  should  be  set. 
Based  on  similar  activities  at  other  state-owned  institu- 
tions, a charge  of  $5  per  semester  appears  feasible.  The 
additional  income  would  be  $25,000  annually,  based  on 
a use  level  of  2,500  cars. 

Implementation  Strategy:  The  college's  president  should 
request  a breakdown  of  estimated  parking  expenditures 
with  a recommended  fee  from  the  Business  Office.  The 
charge  would  be  approved  by  the  president  and  submit- 
ted to  the  trustees  for  authorization  and  an  effective  date. 
The  Office  of  Student  Affairs  should  then  be  notified  in 
order  to  have  printed  material  updated  to  include  the  new 
policy.  The  Business  Office  should  order  decals  for  car 
identification  and  the  Security  Office  should  be  issued 
forms  to  use  in  connection  with  the  fee  collection  activity. 
Revenues  should  be  turned  over  to  the  Business  Office. 

68.  Replace  service  contracts  for  temperature  con- 
trol equipment  with  one  maintenance  em- 
ployee and  a helper. 

Presently,  all  of  the  college's  temperature  control  equip- 
ment is  covered  by  full-service  contracts.  There  is  no 
dissatisfaction  with  this  service.  FJowever,  if  the  required 
maintenance  personnel  were  under  the  control  of  the 
plant  maintenance  function,  the  service  would  cost  less 
and  the  in-house  skills  could  also  be  used  elsewhere. 
Such  capabilities  could  be  acquired  by  training  personnel 


on  the  payroll  or  by  hiring.  It  would  be  necessary  to  add  a 
net  of  one  person  to  the  payroll.  Two  people  would  need 
to  be  trained:  one  maintenance  person  and  a helper. 
Since  the  work  load  has  seasonal  peaks,  scheduling  is  a 
prime  consideration. 

Proposed  Approach:  The  business  manager  and  director 
of  plant  maintenance  should  outline  a detailed  mainte- 
nance program,  committing  themselves  to  the  addition  of 
one  person.  With  the  current  hiring  freeze,  it  may  be 
necessary  at  the  outset  to  service  only  half  of  the  equip- 
ment, using  the  in-house  trainee. 

The  current  annual  service  contract  costs  $57,200.  If  the 
work  is  performed  by  college  employees,  wages  and 
supplies  would  run  $20,300  per  year,  for  net  annual 
savings  of  $36,900. 

Implementation  Strategy:  With  the  president's  approval, 
the  business  manager  should  instruct  the  director  to  de- 
termine what  training  is  necessary  and  where  it  can  be 
obtained.  The  director  should  identify  in-house  candi- 
dates and  establish  a training  timetable  which  coincides 
with  the  September  expiration  of  the  service  contracts. 

69.  Sell  the  surplus  land  owned  by  the  state  at 
Kutztown  State  College. 

The  college  has  some  1 1 5 acres  of  surplus  land.  Approx- 
imately 25  are  needed  for  long-range  facilities  expansion. 
The  remaining  90  acres  have  a total  market  value  of 
$225,000.  If  the  land  were  sold,  the  one-time  income 
could  be  put  to  more  effective  use. 

Proposed  Approach:  The  exact  amount  of  surplus  land 
should  be  identified  in  accordance  with  realistic  future 
plans  forthe  college.  Arrangements  to  sell  the  land  should 
be  made  with  the  Bureau  of  Real  Estate.  This  unit  would 
be  one  of  the  functional  organizations  in  the  proposed 
Division  of  Real  Estate  Management,  discussed 
elsewhere  in  the  report.  It  should  not  take  longer  than 
three  years  for  the  bureau  and  the  college  to  sell  this  land 
for  a one-time  income  of  $225,000.  This  amount  is 
claimed  in  the  Physical  Resources  section. 

Implementation  Strategy:  The  business  manager  should 
complete  a review  of  long-range  land  needs  for  the  col- 
lege and  arrange  for  sale  of  the  surplus  acreage  with  the 
Bureau  of  Real  Estate.  He  should  also  obtain  an  appraisal 
to  establish  the  land's  value  and  list  it  for  sale. 

LOCK  HAVEN  STATE  COLLEGE 

This  college  is  one  of  the  smaller  state-owned  institutions 
with  a full-time  equivalent  enrollment  of  2,506  students 
for  1 974-75.  It  is  a multi-purpose  school  offering  courses 
in  the  arts  and  sciences,  education,  health,  physical  edu- 


cation and  recreation.  Total  expenditures  for  fiscal  1975 
were  $9. 2-million.  There  are  397  employees  including 
1 60  teachers. 

RECOMMENDATION 

70.  Contract  with  Lock  Haven  Hospital  to  operate 
the  school  infirmary  as  an  auxiliary  unit. 

The  Glennon  Infirmary  provides  student  health  care  for 
the  college.  Serious  cases  are  referred  to  Lock  Haven 
Hospital  some  five  miles  away.  The  facility,  which  oc- 
cupies more  than  5,000  square  feet  and  has  14  beds,  is 
underutilized.  Staff  consists  of  a part-time  physician  and 
four  nurses.  The  annual  operating  expense  is  approxi- 
mately $ 1 00,000,  but  no  fees  are  assessed  to  the  students. 

Proposed  Approach:  This  facility  could  be  operated  more 
economically  if  it  were  offered  to  Lock  Haven  Hospital  as 
an  auxiliary  unit.  The  college  should  be  able  to  negotiate 
a fee  of  $50,000  or  less.  This  would  result  in  an  annual 
saving  of  $50,000  over  current  expenditures.  In  making 
this  arrangement,  the  college  should  try  to  hold  the  cost  of 
student  health  insurance  at  its  present  level. 

Implementation  Strategy:  The  president  of  Lock  Haven 
should  prepare  a proposal  for  discussion  with  hospital 
administrators.  If  the  plan  is  rejected,  the  college  should 
take  steps  to  reduce  its  expenditures.  A health  fee  should 
also  be  authorized  to  offset  operating  costs. 

MANSFIELD  STATE  COLLEGE 

Although  primarily  an  institution  for  teacher  education, 
Mansfield  has  expanded  its  curriculum  to  include  under- 
graduate and  graduate  studies  in  the  arts  and  sciences. 
Full-time  equivalent  enrollment  for  1974-75  was  3,028, 
but  this  is  expected  to  decline  in  1 975-76.  The  personnel 
level  is  528,  of  which  213  are  instructional  faculty.  Fiscal 
1975  expenditures  were  $1  2-million. 

RECOMMENDATIONS 

71 . Eliminate  the  continuing  education  program  at 
Mansfield. 

The  Continuing  Education  Division  at  Mansfield  was  es- 
tablished to  improve  utilization  of  existing  faculty.  The 
initial  concept  was  to  assign  classes  to  those  teachers  with 
less  than  a full  work  load.  However,  of  the  62  courses 
offered  during  1 973-74,  only  1 3 were  taught  as  part  of  a 
regular  teaching  load.  The  remaining  classes  were  offered 
on  a contracted  overload  basis  at  a cost  of  $32,800.  Total 
operating  costs  were  $ 1 28,500  while  revenues  amounted 
to  $80,200.  Thus,  the  program  is  operating  at  a deficit  of 
$48,300.  More  importantly,  the  activity  duplicates  that  of 
Penn  State,  a recognized  leader  in  continuing  education. 
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Proposed  Approach:  The  Continuing  Education  Division 
should  be  eliminated  and  the  programs  discontinued. 
Students  enrolled  in  these  classes  can  be  easily  accom- 
modated at  Penn  State.  Implementation  will  provide  an 
annual  saving  of  $48,300. 

Implementation  Strategy:  The  Department  of  Education 
should  issue  a clarification  of  its  mandate  to  provide 
continuing  education  in  state-owned  colleges.  The  exist- 
ing directive  encourages,  but  does  not  require  such  activi- 
ties. The  college  president  should  authorize  elimination 
of  the  division. 

72.  Charge  a fee  for  parking  privileges. 

All  students  and  employees  are  permitted  to  park  on 
campus  provided  the  vehicle  is  registered  and  displays  an 
identification  decal.  Students  pay  $1  for  the  decal  on  an 
annual  basis.  Identification  stickers  are  issued  to  employ- 
ees without  charge.  At  present,  parking  expenditures  are 
included  in  the  school  budget  and  supported  by  state 
appropriations  and  student  fees.  It  would  be  more  equita- 
ble to  identify  the  costs  involved  and  establish  a parking 
fee  schedule  to  cover  them.  In  this  way,  the  expense  will 
be  assumed  by  those  people  using  the  facilities. 

Proposed  Approach:  An  estimate  of  the  direct  and  indi- 
rect expenses  related  to  campus  parking  should  be  made 
by  the  school's  Business  Office.  Using  these  data,  a rea- 
sonable fee  should  be  established.  Most  other  state- 
owned  institutions  charge  $5  persemester.  If  a similar  rate 
were  established  at  Mansfield,  the  annual  income  would 
be  $20,000  at  current  usage  levels. 

Implementation  Strategy:  The  president  should  request 
the  necessary  data  from  the  Business  Office  and  submit 
the  proposed  fee  schedule  to  the  trustees  for  approval. 
School  bulletins  should  be  updated  to  include  the  new 
charge  and  an  effective  date.  The  Security  Office  should 
collect  the  fees  and  remit  revenues  to  the  Business  Office. 

73.  Reduce  operating  costs  at  the  Doane  Health 
Center. 

The  center  is  staffed  with  a director,  a part-time  physician, 
six  nurses  and  a custodian.  Medical  services  are  provided 
around-the-clock,  seven  days  a week.  Dispensary  hours 
are  8:00  a. m.  to  1 0:00  p.m.  Services  are  provided  without 
charge  to  students,  faculty  and  other  staff.  Operating  ex- 
penses for  fiscal  1975  were  $117,000. 

Proposed  Approach:  The  health  center  operation  should 
institute  an  annual  medical  fee  to  recover  a portion  of  its 
expenses.  Such  an  approach  is  consistent  with  other 
school  fees  and  would  provide  an  annual  income  of 
$60,000  if  a charge  of  $1 0 per  semester  were  authorized. 
An  additional  fee  of  $10  for  physical  examinations  should 
be  implemented  to  provide  an  annual  income  of  $4,000. 


Reducing  dispensary  hours  would  permit  the  elimination 
ofone  nurse  foran  annual  saving  of  $9,000.  The  relatively 
low  enrollment  would  make  it  difficult  for  the  health 
center  to  be  entirely  self-sustaining. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  authorize  the  required  fees.  Implemen- 
tation would  be  the  responsibility  of  the  center's  director 
and  the  vice  president,  Student  Affairs. 

74.  Consolidate  library  facilities. 

At  present,  there  are  four  library  facilities  on  this  small 
campus.  The  result  is  excessive  operating  costs  and  un- 
necessarily high  staffing  levels. 

Proposed  Approach:  Consolidating  the  four  facilities  into 
two  — one  in  Alumni  Hall  and  one  in  Retan  Center  — will 
make  it  possible  to  reduce  staff  levels  by  eight  positions 
for  an  annual  saving  of  $1 1 8,000.  The  proposed  consoli- 
dation will  require  improved  space  utilization  at  the  main 
library  in  Alumni  Hall.  Lounge  areas,  conference  and 
typing  rooms  could  be  economically  converted  to  con- 
ventional library  needs  and  existing  lounge  furniture 
could  be  replaced  by  tables  and  chairs  to  increase  reader 
capacities.  A space  utilization  study  should  be  conducted 
at  the  main  library  and  the  Retan  Center  branch  to  ensure 
optimum  use  of  existing  space.  Recently  vacated  areas 
adjoining  the  Retan  Center  branch  can  be  used  to  house 
the  music  library  and  the  material  now  housed  in  the 
audiovisual  center. 

Implementation  Strategy:  The  president  should  request 
the  director,  College  Libraries,  and  the  director,  Au- 
diovisual Materials,  to  develop  a plan  to  consolidate 
existing  facilities  into  the  main  library  and  one  branch. 
The  director,  Buildings  and  Grounds,  should  submit  data 
on  permissible  floor  loadings  in  the  main  library. 

75.  Improve  EDP  operations  at  Mansfield. 

Auxiliary  equipment  in  the  school's  computer  center 
consists  of  two  keypunches,  a verifier,  a card  sorter,  a 
reproducer,  an  interpreter  and  an  optical  scanning  de- 
vice. Most  of  the  equipment  is  outdated  and  unreliable.  It 
is  utilized  for  registration  and  scheduling,  student  files 
and  grade  reporting.  The  systems  used  are  inefficient, 
resulting  in  peak  loads  and  a large  percentage  of  idle  time. 

Proposed  Approach:  The  optical  scanning  operations 
should  be  eliminated  through  a time-sharing  arrangement 
with  Bloomsburg  State  College.  The  other  equipment 
should  be  replaced  to  enable  the  school  to  convert  from 
the  card  batch  mode  now  used  to  a tape  system.  Im- 
plementation will  provide  a net  annual  saving  of  $22,800 
compared  to  current  expenditures  — including  elimina- 
tion of  two  keypunch  operators  — with  increased  capac- 
ity for  other  college  EDP  requirements. 


Implementation  Strategy:  The  school  should  prepare  a 
request  for  proposal  and  submit  it  to  the  Department  of 
Education  for  approval.  Once  approved,  the  proposal 
would  be  sent  to  the  Office  of  Administration  for  bids.  The 
computer  center's  director  should  implement  necessary 
program  modifications  and  forms  changes. 

MILLERSVILLE  STATE  COLLEGE 

The  full-time  equivalent  enrollment  at  this  school  for 
1974-75  was  5,664.  Millersville  has  a strong  teacher 
education  program  complemented  with  graduate  and 
undergraduate  courses  in  the  humanities,  science  and 
mathematics  and  the  social  sciences.  The  expenditures 
for  fiscal  1975  were  $1 8.5-million.  Total  employment 
was  819  including  261  instructional  faculty.  In  fiscal 
1974,  approximately  52%  of  the  school's  income  was 
derived  from  state  appropriations. 

RECOMMENDATIONS 

76.  Make  the  health  services  function  at  Mil- 
lersville self-supporting. 

The  staff  of  the  Health  Services  Department  consists  of  a 
full-time  physician/director,  a part-time  doctor,  six 
nurses,  a secretary/receptionist  and  a custodian/cook. 
Medical  services  are  provided  24  hours  a day,  seven  days 
a week  during  the  regular  school  year.  Approximately 
20,000  student  visits  are  made  to  the  facility  each  year 
and  more  than  1 ,000  physical  examinations  are  given  to 
school  athletes. 

There  are  about  1 50  bed  patients  annually  with  average 
stays  of  two  or  three  days.  The  total  income  for  infirmary 
stays  and  insurance  claims  for  antibiotics  is  estimated  at 
$3,500  for  fiscal  1976.  Although  medical  facilities  and 
services  are  more  than  adequate,  the  operating  costs 
are  excessive. 

Proposed  Approach:  An  annual  medical  services  fee 
should  be  established  to  make  the  health  services  func- 
tion self-supporting.  A charge  of  $10  per  semester  for 
resident  students  and  $5  for  part-time  pupils  would  pro- 
vide an  annual  income  of  $ 1 06,000.  A separate  fee  of  $ 1 0 
for  physical  examinations  would  provide  an  additional 
$1 0,000  in  annual  income.  This  approach  is  compatible 
with  charges  made  for  other  school  services.  By  using  a 
numbering  system  to  schedule  student  visits  and  assign- 
ing paperwork  to  the  nursing  staff,  the  secretary/ 
receptionist  could  be  eliminated.  Shortening  dispensary 
hours  would  make  it  possible  to  reduce  the  nursing  staff 
by  one  position.  Total  annual  savings  to  be  achieved 
would  amount  to  $18,000.  Implementation  will  offset 
present  operating  costs. 


Implementation  Strategy:  The  vice  president,  Student  Af- 
fairs, should  request  the  secretary.  Department  of  Educa- 
tion, to  approve  the  establishment  of  the  proposed  medi- 
cal fees.  He  should  also  authorize  the  department  director 
to  implement  personnel  reassignments  and  reductions. 

77.  Eliminate  duplicate  accounting  procedures. 

An  inventory  of  general  and  food  supplies  is  recorded  by 
quantity  and  purchase  price  in  a general  ledger  record. 
Perpetual  inventories  are  also  kept  to  indicate  the  quan- 
tity and  dollar  value  of  inventories  on  hand.  The  general 
ledger  record  duplicates  information  available  from  the 
perpetual  inventory  records. 

Proposed  Approach:  The  general  ledger  record  should  be 
eliminated.  The  perpetual  inventory  record  for  general 
supplies  should  show  quantities  only,  but  the  one  for  food 
supplies  should  also  indicate  dollar  amounts.  This  would 
permit  monitoring  of  food  service  operating  costs.  The 
reduced  work  load  would  allow  a reassignment  of  cleri- 
cal duties  and  elimination  of  one  position.  The  annual 
saving  would  be  $8,000. 

Implementation  Strategy:  Authorization  for  this  change 
should  be  provided  by  the  director,  Administrative  Ser- 
vices, following  approval  by  the  college  president. 

SHIPPENSBURG  STATE  COLLEGE 

The  college's  curriculum  consists  of  courses  in  teacher 
education,  liberal  arts  and  business.  Full-time  equivalent 
enrollment  for  1974-75  was  5,468.  There  has  been  a 
gradual  shift  in  emphasis  from  education  to  the  liberal  arts 
and  business  areas. 

The  expenditures  for  Shippensburg  State  in  fiscal  1975 
were  $1  6.2-million.  Total  staff  numbers  736  including 
299  instructional  faculty  members. 

RECOMMENDATION 

78.  Charge  a $10  parking  fee  to  students  and  col- 
lege employees. 

There  are  some  2,500  cars  being  operated  by  students 
and  college  personnel.  The  situation  creates  a parking 
problem  for  both  the  school  and  the  community.  This  is 
particularly  true  when  large  events  are  held  at  the  college. 

Proposed  Approach:  The  school  is  now  in  the  process  of 
expanding  its  parking  facilities.  In  order  to  provide  suffi- 
cient revenue  to  support  this  activity,  an  annual  fee  of  $1 0 
should  be  established  for  both  students  and  college  em- 
ployees. The  income  should  be  approximately  $25,000. 
Implementation  would  also  curb  existing  parking  abuses 
in  the  community  and  should  improve  relations. 
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Implementation  Strategy:  The  president  should  authorize 
the  vice  president,  Student  Affairs,  to  take  the  steps  neces- 
sary to  initiate  the  proposed  parking  program.  Special 
attention  should  be  given  to  the  possibility  of  lifting  car 
restrictions  imposed  on  lowerclassmen. 

SLIPPERY  ROCK  STATE  COLLEGE 

Slippery  Rock  offers  30  academic  programs  which  em- 
brace 25  undergraduate  majors  and  special  fields  such  as 
foreign  study,  marine  science  and  various  intern  and 
interdisciplinary  areas.  The  school  has  expanded  from  a 
teachers  college  and  had  a full-time  equivalent  enroll- 
ment of  5,677  students  for  1 974-75.  The  staff  totals  769  of 
which  309  are  instructional  faculty.  Expenditures  for  fis- 
cal 1975  were  $ 1 9-mil  lion. 

RECOMMENDATIONS 

79.  Contract  for  food  services  at  Slippery  Rock 

State  College. 

Food  service  operations  at  the  college  require  82  employ- 
ees at  an  annual  expenditure  of  $590,000  for  salaries.  The 
per-student  cost  is  approximately  $250  although  pupils 
only  pay  $215  per  semester.  This  results  in  an  overall 
deficit  of  $224,000  per  academic  year. 

Proposed  Approach:  The  food  service  operation  should 
be  contracted  to  an  outside  vendor  and  present  staff  ter- 
minated. Vendor  experience  at  Indiana  University,  which 
has  approximately  twice  the  number  of  participants,  has 
been  quite  good.  The  contractor  has  provided  the  school 
with  an  annual  revenue  of  $ 1 50,000.  With  a population 
of  half  Indiana's  size,  Slippery  Rock  should  be  able  to 
realize  an  annual  income  of  $75,000  under  a similar 
plan.  Elimination  of  the  school  operation  will  provide  an 
annual  saving  of  $224,000  in  salaries  and  benefits. 

Implementation  Strategy:  The  vice  president,  Administra- 
tive Affairs,  should  implement  the  program  and  supervise 
contract  operations.  The  vendor  should  be  requested  to 
utilize  present  staff  in  establishing  the  new  food  service. 
Implementation  should  be  complete  by  the  start  of  the 
1976-77  academic  year. 

80.  Close  the  north  dining  hall. 

At  present,  the  north  dining  hall  is  only  utilized  at  35%  of 
its  capacity.  The  other  two  facilities  achieve  rates  of  ap- 
proximately 50%  each. 

Proposed  Approach:  All  three  halls  are  centrally  located. 
Therefore,  the  north  facility  could  be  closed  to  increase 
the  utilization  of  the  other  two.  This  would  provide  an 
annual  saving  of  $291,000  in  operating  costs  including 
salaries.  This  is  in  addition  to  the  saving  claimed  in  the 


previous  recommendation.  No  staff  increases  would  be 
needed  at  the  other  halls. 

Implementation  Strategy:  The  president  should  authorize 
the  vice  president,  Student  Affairs,  to  make  the  necessary 
changes.  Implementation  should  not  require  more  than 
three  months. 

81.  Liquidate  a major  portion  of  the  excess  real 
estate  owned  by  the  college. 

Slippery  Rock  owns  two  tracts  of  land  which  will  not  be 
needed  for  expansions  within  the  foreseeable  future. 
Space  is  still  available  on  the  main  campus  and  the  excess 
property  is  not  being  put  to  optimum  use. 

Proposed  Approach:  The  land  should  be  appraised  and 
offered  for  sale.  The  potential  income  of  $245,000  has 
been  claimed  in  the  Physical  Resources  section. 

Implementation  Strategy:  A plan  should  be  developed 
which  will  indicate  logical  areas  for  expansion  by  the 
college.  All  land  identified  as  excess  should  then  be  made 
available  for  sale  through  the  Bureau  of  Real  Estate. 

WEST  CHESTER  STATE  COLLEGE 

This  school  is  the  largest  of  the  state  colleges,  the  second 
largest  in  the  system.  Its  student  body  encompassed  a 
full-time  equivalent  enrollment  of  8,1 66  for  1 974-75.  The 
students  are  accommodated  on  two  campuses  — North 
and  South  — with  the  North  campus  containing  most  of 
the  school's  physical  plant.  The  instructional  faculty 
numbers  436  in  a total  staff  of  1,015.  The  college  ex- 
pended $23.1  -mill ion  for  fiscal  1975. 

RECOMMENDATIONS 

82.  Consolidate  the  college's  six  schools  into  three. 

Currently,  the  vice  president,  Academic  Affairs,  has  13 
people  reporting  to  him,  excluding  his  own  associate  and 
assistant.  This  is  far  too  many  for  effective  management. 
Under  another  recommendation,  this  number  would  be 
reduced  by  two,  but  a further  reduction  is  cal  led  for.  Six  of 
the  individuals  reporting  to  this  vice  president  are  deans. 
They  head  schools  of  widely  varying  size:  student  popula- 
tions of  51  3 to  1 ,333;  faculties  ranging  from  53  to  1 06; 
and  undergraduate  programs  numbering  two  to  15. 

Proposed  Approach:  The  existing  six  schools  should  be 
consolidated  into  the  following  three:  Education;  Arts 
and  Letters;  and  Social  and  Natural  Sciences.  Education 
would  encompass  the  existing  Education,  Health  and 
Physical  Education  Schools.  Arts  and  Letters  would  be 
expanded  to  include  Music.  Current  Science  and 
Mathematics  and  Social  and  Behavioral  Sciences  Schools 
would  become  Social  and  Natural  Sciences. 


This  consolidation  would  produce  schools  of  more  equal 
size  and  would  reduce  the  number  of  persons  reporting  to 
the  vice  president,  Academic  Affairs,  by  three.  This  will 
allow  him  to  be  more  responsive  to  each  individual  and 
will  improve  the  effectiveness  of  his  office. 

Annual  savings  in  salaries  for  three  fewer  deans  and  their 
secretaries  would  total  approximately  $146,000.  A 
further  saving  in  released  time  for  those  faculty  serving  as 
associate  and  assistant  deans  will  also  be  realized.  The 
amount  of  this  saving  is  conservatively  estimated  at  about 
$25,000  annually.  The  total  annual  saving  would  be 
approximately  $163,000. 

Implementation  Strategy:  The  deans  of  the  Schools  of 
Education  and  of  Social  and  Behavioral  Sciences  are 
retiring  at  the  end  of  the  present  academic  year.  The 
president  should  appoint  acting  deans  to  fill  these  two 
positions  while  the  reorganization  is  taking  place.  At  the 
present  time,  a Committee  on  Organization  is  function- 
ing. The  president  should  work  with  this  committee  on 
the  consolidation.  Presuming  that  this  change  is  au- 
thorized by  the  president,  it  should  be  accomplished  in 
one  academic  year. 

Since  this  is  basically  a third-level  management  change, 
there  should  be  no  major  effect  on  departmental  struc- 
tures or  course  offerings. 

83.  Establish  the  position  of  vice  president,  Fiscal 
Affairs. 

At  the  present  time,  there  is  no  central  office  for  coordinat- 
ing preparation  or  control  of  the  budget.  The  directors  of 
Business  Affairs  and  Facilities  report  directly  to  the  presi- 
dent. The  directors  of  Research  and  Media  Services  report 
to  the  vice  president,  Academic  Affairs.  Although  these 
four  directors  are  vitally  concerned  with  college  revenu- 
es, they  have  no  commonality  for  reporting  or  planning. 
Their  input  to  the  budget  planning  process  reaches  the 
president  from  three  different  directions  and  is  merged 
with  the  advisory  input  of  the  Faculty  Budget  Committee. 
This  means  that  the  president  must  rely  on  several  sources 
of  information  and  become  personally  involved  in  the 
budget  process. 

Proposed  Approach:  Efficient  budget  preparation  and 
control  require  creation  of  a vice  president,  Fiscal  Affairs. 
The  directors  of  Business  Affairs,  Facilities,  Media  Ser- 
vices and  Research  should  report  to  Fiscal  Affairs.  This 
would  bring  together  under  one  office  the  divisions  re- 
sponsible for  major  expenditures  and  revenues. 

The  new  vice  president  would  be  responsible  for  the 
budget  and  overall  fiscal  management.  Elis  duties  would 
include  development  of  a management  information  sys- 
tem and  coordination  of  revenue-related  activities  with 
outside  communities  and  institutions. 


The  primary  benefit  of  this  organizational  change  would 
be  more  effective  fiscal  operation  of  the  college.  No  cash 
benefits  are  claimed.  However,  it  is  anticipated  that  im- 
proved fiscal  management  will  result  in  a more  judicious 
expenditure  of  funds,  leading  to  some  savings.  The  cost  of 
this  change  would  be  in  salaries  for  the  vice  president  and 
his  secretary,  totaling  $47,100  annually. 

Implementation  Strategy:  The  president  must  realign  re- 
porting procedures  for  the  four  directors  involved  and 
define  the  responsibility  and  authority  of  the  newly 
created  vice  president.  Execution  of  this  organizational 
change  should  cause  little  or  no  work  disruption.  There- 
fore, it  should  not  require  a phasing-in  period. 

84.  Substitute  the  position  of  resident  director  for 
that  of  housemother  in  residence  halls. 

At  present,  16  people  are  employed  in  the  civil  service 
classification  of  housemother.  Of  these,  eight  function  as 
resident  directors  and  eight  as  night  supervisors.  Because 
of  their  civil  service  status,  these  positions  are  subject  to 
several  requirements  which  are  difficult  to  determine  and 
enforce.  For  example,  housemothers  are  required  to  be 
available  on  a 24-hour  basis,  making  work-week  defini- 
tions a problem. 

Proposed  Approach:  Replace  the  civil  service  classifica- 
tion of  housemother  with  a noncivil  service  position  of 
resident  director.  The  proposed  job  would  carry  a 
maximum  tenure  of  three  years  and  would  be  designed 
for  graduate  students  in  institutional  management  and 
counseling.  As  such,  the  position  would  carry  a stipend 
plus  room  and  board.  There  would  be  no  fringe  benefits 
or  tuition  refunds.  Implementation  would  provide  a con- 
stant influx  of  young  professionals  to  maintain  college- 
student  relationships  at  a high  level.  The  annual  saving 
would  be  approximately  $29,500  based  on  current  ex- 
penditures. Bloomsburg  State  College  has  already  in- 
itiated a similar  program. 

Implementation  Strategy:  The  college  president  and  the 
vice  president,  Student  Affairs,  should  redefine  the  resi- 
dent director's  function  and  abolish  the  housemother 
classification.  Residence  hall  administration  should  be 
reorganized  based  on  the  new  requirements.  Implemen- 
tation should  take  one  academic  year. 


STATE-RELATED  UNIVERSITIES 


There  are  four  institutions  with  state-related  status: 
Pennsylvania  State  University,  University  of  Pittsburgh, 
Lincoln  University  and  Temple  University.  Although  they 
receive  a substantial  portion  of  their  budget  funding  from 
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the  state,  these  institutions  operate  in  essentially  an  au- 
tonomous fashion  providing  their  own  instructional,  re- 
search, management  and  administrative  activities  inde- 
pendent of  each  other  and  the  Department  of  Education. 
Total  enrollment  in  the  1974-75  academic  year  was  ap- 
proximately 120,000.  Operating  budgets  totaled  about 
$575-mi!lion  with  some  $205-million  provided  by  the 
state  for  fiscal  1 975. 

RECOMMENDATIONS 

85.  Improve  class  utilization  ratios  at  state-related 
universities. 

There  is  no  formal  program  at  the  state-related  univer- 
sities to  evaluate  class  enrollments  in  terms  of  acceptable 
sizes.  As  a result,  scheduled  courses  with  low  enrollments 
are  seldom  dropped  and  departments  do  not  have  a base 
from  which  to  determine  if  certain  offerings  are  economi- 
cally feasible. 

Proposed  Approach:  The  university  comptroller  should 
furnish  department  chairmen  with  the  means  of  evaluat- 
ing operating  costs  for  classes  and  laboratories.  Using 
these  data,  the  departments  should  develop  a minimum 
and  maximum  class  size  for  each  scheduled  course.  At 
the  beginning  of  each  semester,  enrollments  should  be 
compared  to  the  established  bases  to  determine  the  per- 
centage of  utilization.  Decisions  can  then  be  made  in 
regard  to  dropping  certain  courses.  An  overall  utilization 
chart  should  be  developed  by  each  department  and  a rate 
of  more  than  90%  set  as  a goal.  Achieving  this  utilization 
objective  would  provide  an  annual  saving  for  the  state- 
related  universities  estimated  at  $1 1.9-million. 

Implementation  Strategy:  The  department  chairmen  and 
the  comptroller  at  each  university  should  develop  a pro- 
gram to  establish  minimum  and  maximum  class  sizes  and 
related  costs. 

86.  Place  senatorial  scholarships  on  a financial 
need  or  academic  merit  basis. 

The  senatorial  scholarship  program  allows  the  Governor, 
lieutenant  governor  and  each  state  senator  to  grant  six 
four-year  scholarships  per  year  at  state-related  institu- 
tions. This  quota  can  be  subdivided  into  as  many  as  24 
one-year  awards.  Grants  are  not  always  based  on  need. 

Proposed  Approach:  To  reduce  the  political  nature  of  this 
program,  awards  should  be  based  on  financial  need  or 
academic  merit  effective  with  the  1976-77  academic 
year.  Applicants  should  be  processed  through  the  finan- 
cial needs  analysis  program  provided  by  the  Pennsyl- 
vania Higher  Education  Assistance  Agency  (PHEAA)  un- 
less the  award  is  being  made  on  the  basis  of  academic 
achievement.  Approved  candidates  would  be  grouped  by 
senatorial  district  and  a list  provided  to  the  incumbent  for 


selection.  If  a senator  has  more  grants  than  applicants, 
reallocations  should  be  made  by  PHEAA  on  a population 
distribution  basis.  This  would  ensure  thatonly  students  in 
actual  need  or  deserving  of  recognition  for  their  academic 
achievements  would  benefit  from  the  program. 

Implementation  Strategy:  The  Pennsylvania  Senate 
should  adopt  a resolution  setting  forth  the  expanded  re- 
quirements. All  applications  should  be  reviewed  by 
PHEAA  and  current  recipients  should  complete  PHEAA 
financial  statements.  Administration  of  the  program 
should  be  assumed  by  PHEAA  using  existing  staff. 

LINCOLN  UNIVERSITY 

Lincoln  is  a small,  predominately  black  liberal  arts  col- 
lege. It  had  an  enrollment  of  1 ,1 00  students  for  1 974-75. 
The  school  follows  an  "open  admissions"  policy  which 
has  a significant  financial  impact  on  operations.  Most 
students  require  substantial  financial  aid  and  the  school 
must  also  provide  remedial  preparation  to  many,  result- 
ing in  a low  faculty/student  ratio.  A faculty  complement  of 
85  is  maintained,  but  this  number  is  being  reduced  for 
financial  reasons.  Lincoln  has  been  unable  to  generate 
sufficient  funds  from  student  tuition  and  fees,  alumni 
contributions  and  private  sources  to  adequately  augment 
its  appropriation  from  the  state.  Continued  existence  will 
depend  primarily  on  increased  external  support.  Expendi- 
tures for  fiscal  1975  were  about  $8-million  including  a 
state  appropriation  of  $2. 6-million. 

RECOMMENDATIONS 

87.  Appoint  a committee  to  perform  an  in-depth 
study  of  the  special  problems  at  Lincoln. 

Considered  to  be  one  of  the  leading  black  colleges  at  one 
time,  Lincoln  is  no  longer  attractive  to  the  better  prepared 
black  students.  Its  role  has  changed  to  that  of  educating 
persons  who  are  poorly  equipped  to  enter  college.  These 
students  require  greater  academic  and  financial  support, 
straining  Lincoln's  resources  to  their  limit.  Although  be- 
coming a state-related  institution  has  helped  to  stabilize 
the  school's  financial  condition  to  a degree,  current  reve- 
nues are  far  from  adequate.  The  prevailing  shortage  of 
funds  is  reflected  in  low  faculty  compensation,  deferred 
maintenance  expenditures  and  significantly  reduced 
academic  resources. 

The  open  admissions  policy  has  resulted  in  a high  enroll- 
ment of  disadvantaged  students.  The  majority  require 
remedial  preparation,  substantial  financial  aid  and  closer 
supervision  than  normally  required  in  an  undergraduate 
program.  One  of  the  problems  is  that  federal  financial  aid 
is  restricted  to  eight  semesters.  Thus,  students  are  required 
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to  develop  background  prerequisites  and  complete  de- 
gree work  within  tour  years.  The  result  is  a student  attri- 
tion rate  of  50%. 

Proposed  Approach:  Open  admissions  is  a relatively  new 
concept  in  higher  education.  Before  any  meaningful 
management  suggestions  can  be  made  for  strengthening 
Lincoln's  financial  base,  the  special  problems  of  disad- 
vantaged students  must  be  studied,  defined  and  quan- 
tified. Faculty/student  ratios,  counseling  needs,  financial 
assistance,  academic  facilities  and  time  frames  are  just  a 
few  of  the  areas  which  must  be  examined  in  depth.  There- 
fore, a special  committee  should  be  established  to  study 
the  special  problems  at  Lincoln.  Alternatives  available  to 
relieve  current  financial  pressures  might  include: 

• Consolidate  with  another  state-related  university. 
Lincoln  would  become  a branch  operation  and  the 
expenseof  the  upperdivision  program  could  beelim- 
inated.  These  funds  could  be  used  to  expand  the 
remedial  programs. 

• Become  a lower  division  school  and  establish  a 
feeder  relationship  with  other  state-related  univer- 
sities and  private  institutions.  Essentially  the  same 
financial  reasoning  applies,  but  this  approach  would 
maintain  the  school's  identity. 

• Merge  the  university  with  Cheyney  State  College  and 
close  the  plant  or  develop  an  alternate  use.  This 
approach  would  be  feasible  since  Cheyney's  enroll- 
ment also  includes  a large  number  of  disadvantaged 
students  and  the  1968  building  program  has  made 
capacity  available  to  absorb  Lincoln's  enrollment. 

• Establish  a plan  to  give  Lincoln  full  parity  with  other 
state-related  institutions.  A program  of  funding  simi- 
lar to  that  provided  by  the  federal  government  could 
be  initiated  by  the  state.  Under  this  approach,  Lin- 
coln could  retain  its  traditional  structure. 

Implementation  Strategy:  Committee  members  should  be 
selected  jointly  by  Lincoln  University  and  the  Depart- 
ment of  Education.  Members  should  have  sufficient  ex- 
pertise to  evaluate  Lincoln's  problems.  The  resulting 
study  should  be  completed  by  the  end  of  fiscal  1 976. 

88.  Utilize  West  Chester  State  College's  computer 
facility  instead  of  purchasing  a dedicated 
time-sharing  system. 

To  effectively  maintain  student  and  administrative  files 
and  prepare  students  studying  data  processing 
techniques,  a university  needs  access  to  a modern  time- 
sharing computer.  The  system  at  Lincoln  is  inadequate  to 
meet  its  administrative  and  instructional  needs.  The 
school  has  been  considering  the  purchase  of  upgraded 
equipment. 


Proposed  Approach:  West  Chester  State  College  is  instal- 
ling a new  computer  which  will  only  be  utilized  to  50%  of 
its  capacity.  Therefore,  Lincoln  should  negotiate  an 
agreement  with  West  Chester  to  purchase  time  on  this 
equipment  rather  than  purchasing  its  own.  No  savings  are 
claimed. 

Implementation  Strategy:  The  director,  Computer 
Facilities,  should  prepare  a detailed  comparison  of  the 
costs  and  other  data  related  to  the  proposed  equipment 
purchase  and  utilization  of  the  West  Chester  facility. 

PENNSYLVANIA  STATE  UNIVERSITY 

Penn  State  is  composed  of  a main  campus  and  16 
branches  offering  two-year  associate  degree  programs 
and  the  first  two  years  of  baccalaureate  work.  Behrend 
College  provides  some  four-year  programs  and  Capitol 
Campus  at  Middletown  supplies  the  third  and  fourth  years 
of  baccalaureate  degree  work.  Graduate  programs  are 
available  at  King  of  Prussia  Center,  Behrend  College  and 
Capitol  Campus.  The  college  at  the  FHershey  Medical 
Center  grants  M.D.  degrees  and  the  M.S.  and  Ph.D.  in 
some  of  the  sciences.  Enrollment  totals  64,721  and  the 
budget  for  fiscal  1975  was  in  excess  of  $285-million. 
Approximately  $ 100-million  is  funded  by  the  state. 

RECOMMENDATIONS 

89.  Discontinue  the  Fogelsville  campus  and  do  not 
build  the  new  experimental  facility. 

Fogelsville  isoneof  14  prominent  educational  institutions 
operating  in  the  Allentown  area.  Its  enrollment  appears  to 
be  stabilizing  around  150  and  operating  expenses  per 
student  are  the  highest  of  all  Penn  State  branches.  A 
separate  facility  in  Allentown  is  used  for  continuing  edu- 
cation. The  school's  Fogelsville  expansion  program  in 
1 97 1 met  with  such  heavy  opposition  that  the  university 
has  decided  to  make  Fogelsville  an  experimental  campus. 
The  change  in  mission  would  require  construction  of  a 
new  facility  at  a cost  of  approximately  $ 1 .99-million.  As 
an  experimental  center,  Fogelsville  would  test  new  ideas 
in  higher  education  and  conduct  instructional 
laboratories  to  evaluate  proposed  services  related  to  con- 
tinuing education.  This  mission  is  considered  of  dubious 
value  by  the  National  University  Extension  Association. 

Proposed  Approach:  Because  of  the  concentration  of 
other  educational  facilities  and  the  high  per-student  cost 
of  this  branch,  the  Fogelsville  campus  should  be  closed. 
The  continuing  education  program  at  Allentown  should 
be  retained  and  efforts  to  develop  cooperative  programs 
with  other  institutions  increased.  Implementation  would 
result  in  a one-time  saving  of  $1 .99-million  of  which 
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$ 1 .45-million  would  be  state  and  $540,000  federal. 
There  would  be  an  annual  benefit  of  $426,000  in  operat- 
ing costs. 

Implementation  Strategy:  The  General  Assembly  should 
withdraw  its  appropriation  for  the  experimental  program 
and  direct  the  president  of  Penn  State  to  halt  the  project. 
Where  practical,  administrative  personnel  and  full-time 
faculty  at  Fogelsville  should  be  reassigned  to  the  Allen- 
town continuing  education  program.  Implementation 
should  be  in  progress  by  fall,  1976. 

90.  Integrate  all  accounting  functions. 

There  are  276  people  employed  in  various  accounting 
activities  at  University  Park.  Of  these,  180  are  on  the 
comptroller's  staff,  56  are  assigned  to  decentralized  activ- 
ity centers  and  an  estimated  40  personnel  work  in  the 
academic  colleges.  This  separation  of  accounting  activi- 
ties results  in  duplications  of  supervisory  personnel  and 
redundant  information  systems. 

Proposed  Approach:  The  comptroller  has  been  working 
with  Management  Services  to  develop  a computerized 
accounting  system  which  will  permit  centralization  of  all 
current  activities.  They  are  in  the  process  of  installing  the 
system  on  a pilot  basis  in  the  College  of  Arts  and  Architec- 
ture. If  the  program  is  sound  and  implemented  effectively, 
existing  staff  could  be  reduced  by  25  positions  — 15  in 
the  comptroller's  area,  five  in  the  decentralized  activity 
centers  and  five  in  the  academic  colleges.  Annual  savings 
are  estimated  at  $250,000. 

Implementation  Strategy:  Management  Services  should 
continue  its  analysis  of  the  systems  needs  of  each  organi- 
zational unit.  As  they  become  operational,  the  various 
phases  of  the  centralized  accounting  program  should  be 
implemented.  The  total  procedure  should  be  in  operation 
within  two  years. 

91.  Reduce  the  cash  flow  cycle  in  the  Accounts 
Receivable  Section  of  the  Hershey  Medical 
Center  to  five  days. 

There  are  three  categories  of  service  billed  to  patients  at 
the  center:  hospital  room  and  board,  professional  fees 
and  outpatient  care.  Patient  charges  are  collected  at  vari- 
ous points  throughout  the  hospital  and  fed  into  the  com- 
puterized patient  account  file  on  a daily  basis.  However, 
a lack  of  control  in  regard  to  this  collection  procedure 
causes  inaccurate  and  untimely  reporting  of  charges.  The 
result  is  a verification  cycle  which  averages  15  days  be- 
fore an  invoice  can  be  mailed  to  the  patient. 

Proposed  Approach:  The  patient  account  system  should 
be  modified  to  improve  its  overall  design.  Closer  follow- 
up procedures  should  be  initiated  to  ensure  patient 
charges  are  accurate  and  introduced  into  the  computer 


files  promptly.  The  current  policy  of  five  days  to  gather 
information  and  10  to  edit  and  prepare  data  should  be 
revised.  Two  days  should  be  allowed  for  information 
gathering  and  three  for  preparation.  A reduction  of  10 
days  in  this  cycle  would  provide  an  annual  income  of 
$36,000,  based  on  6%  investment  of  $600,000. 

Implementation  Strategy:  The  new  bi  1 1 i ng  cycle  should  be 
instituted  immediately  under  the  guidance  of  the  hospital 
director. 

92.  Reduce  the  staff  involved  in  patient  invoicing 
and  follow-up  at  the  Hershey  Medical  Center. 

At  present,  47  employees  are  involved  in  patient  invoic- 
ing and  account  follow-up.  This  excessive  number  of 
people  is  required  because  of  inadequate  controls  in 
regard  to  collecting  and  recording  patient  charges  and 
poor  supervisory  discipline  in  the  area  of  identifying  and 
correcting  clerical  errors.  The  result  is  high  staffing  to 
process  and  verify  invoices  prior  to  mailing. 

Proposed  Approach:  The  previous  recommendation  will 
streamline  the  invoicing  procedure  and  correct  the  prob- 
lems outlined  above.  Based  on  the  new  procedure,  the 
manager,  Patient  Accounts,  estimates  that  current  staff 
levels  can  be  reduced  by  1 5 positions.  The  annual  saving 
would  amount  to  $156,000. 

Implementation  Strategy:  Under  the  guidance  of  the  hos- 
pital's director  and  using  procedures  to  be  established  by 
the  deputy  comptroller,  the  manager,  Patient  Accounts, 
should  implement  controls  to  reduce  clerical  errors  and 
duplicate  activities. 

93.  Reduce  the  per-mile  operating  cost  for  univer- 
sity vehicles  to  $0.1 1 . 

The  fleet  at  Penn  State  consists  of  260  passenger  cars  and 
85  buses,  vans,  trucks  and  the  like.  Based  on  operational 
statements  of  income  and  expense  for  the  10  months 
ending  April  1975,  the  per-mile  cost  was  $0,142  plus 
$0,028  for  administrative  expenditures.  No  amounts 
were  computed  for  utilities  or  physical  facilities.  The 
average  per-mile  cost  for  industrial  fleets  is  $0,107. 

Proposed  Approach:  The  following  steps  should  be  taken 
to  lower  university  costs  to  $0.1 1 per  mile: 

• Reduce  the  number  of  vehicles  in  the  fleet  to  improve 
utilization  rates. 

• Standardize  car  purchases,  concentrating  on  com- 
pacts rather  than  station  wagons. 

• Evaluate  the  necessity  of  vehicle  requests. 

• Increase  the  total  mileage  per  car  before  authorizing 
replacement. 


• Conduct  a study  every  two  years  on  the  economics  of 

buying  versus  leasing. 

• Reduce  or  eliminate  the  driver  service  function. 

Total  fleet  mileage  is  6-million  miles  annually.  Reducing 
the  operating  cost  from  $0,142  to  $0.1  1 per  mile  would 
result  in  an  annual  saving  of  $192,000.  Eliminating  three 
of  the  five  positions  assigned  to  driver  services  would 
provide  another  $26,000  in  annual  savings. 

Implementation  Strategy:  The  senior  vice  president,  Fi- 
nance and  Operations,  should  authorize  the  necessary 
procedural  changes.  A study  should  be  made  of  the  driver 
service  activities  to  evaluate  the  necessity  for  this  function 
and  optimum  staffing  if  it  is  retained. 

94.  Reduce  staff  aircraft  complement. 

Penn  State  maintains  two  aircraft  for  its  staff.  Personnel 
with  a ranking  of  dean  or  above  may  schedule  use  with- 
out charge.  Other  employees  may  utilize  the  planes  with 
department  approval,  but  are  charged  a flat  fee  of  $100 
per  hour.  Flight  schedules  and  usage  are  not  sufficient  to 
require  two  aircraft. 

Proposed  Approach:  Considering  the  availability  of 
commercial  and  charter  flights,  there  is  no  need  for  the 
university  to  maintain  two  planes  and  crews.  The  current 
policy  should  be  revised  so  that  only  vice  presidents  and 
above  are  authorized  to  use  planes  without  chargeback 
and  one  of  the  planes  should  be  sold.  The  one-time 
income  would  be  $83,300  while  the  annual  operating 
saving  would  total  $44,100. 

Implementation  Strategy:  Upon  approval  from  the  presi- 
dent, the  senior  vice  president,  Finance  and  Operations, 
should  issue  a directive  to  sell  one  plane  and  revise  the 
chargeback  policy. 

95.  Increase  the  number  of  university  copy  centers 
to  12. 

The  university  now  operates  238  photocopy  machines  at 
an  annual  cost  of  $705,500.  This  equipment  includes 
offset  machines  in  six  copy  centers.  The  per-copy  cost  of 
these  machines  is  $0,009  less  than  that  of  individual 
equipment  maintained  in  various  locations.  The  centers 
operate  on  a four-hour  service  maximum  and  studies 
show  that  there  is  sufficient  volume  to  justify  expanding 
the  number  of  centers  to  12. 

Proposed  Approach:  The  university  should  increase  its 
capability  to  1 2 centers  and  eliminate  as  many  individual 
machines  as  possible.  A foreman/coordinator  should  be 
added  to  the  staff  to  oversee  this  expanded  operation.  The 
total  gross  savings  from  the  12  centers  is  projected  at 
$391,000.  Subtracting  additional  salary  and  equipment 
costs,  the  net  annual  saving  would  amount  to  $21  9,000. 


Implementation  Strategy:  The  senior  vice  president,  Fi- 
nance and  Operations,  should  authorize  the  necessary 
expenditures  over  the  next  fiscal  year. 

96.  Augment  maintenance  fortes  at  the  Hershey 
Medical  Center  to  eliminate  the  need  for  ser- 
vice contracts. 

The  medical  center  began  using  service  contracts  in  1970 
as  an  expedient  means  to  maintain  specific  machinery 
and  equipment.  Since  that  time,  contract  costs  have  in- 
creased to  an  annual  level  of  $285,000.  Management  at 
the  center  has  concluded  that  adding  specific  skills  to  its 
existing  maintenance  work  force  would  permit  necessary 
services  to  be  carried  out  more  economically. 

Proposed  Approach:  All  contractors  should  be  asked  to 
submit  an  itemized  list  of  the  services  supplied,  frequency 
and  costs  involved.  These  service  requirements  should  be 
evaluated  with  assistance  from  engineering  personnel  at 
University  Park  and  a procedure  designed  to  provide 
complete  in-house  maintenance.  An  aggressive  recruit- 
ment program  should  be  pursued  to  augment  the  existing 
work  force  with  necessary  skills  and  expertise.  Additional 
training  should  also  be  provided  to  current  staff.  Internal 
maintenance  of  all  elevators,  temperature  controls,  heat- 
ing, air  conditioning,  refrigeration  and  ventilating  equip- 
ment should  produce  a net  annual  saving  of  $1  10,000. 

Implementation  Strategy:  The  manager,  Maintenance 
and  Operations,  should  request  required  engineering  as- 
sistance from  the  assistant  vice  president,  Physical  Plant 
Department.  The  transfer  of  maintenance  activities 
should  start  on  a gradual  basis  within  six  months  and 
should  be  complete  within  a year. 

TEMPLE  UNIVERSITY 

Temple  is  one  of  four  state-related  educational  institu- 
tions. In  addition  to  the  traditional  schools  and  colleges. 
Temple  University  offers  programs  leading  to  two-year 
associate  degrees  and  professional  degrees  in  law, 
medicine,  dentistry,  pharmacy  and  allied  health  profes- 
sions. The  student  enrollment  is  more  than  30,000  and 
faculty  numbers  3,000.  The  university  also  owns  and 
operates  its  own  hospital.  The  fiscal  1975  operating 
budget  was  $1  30-million,  excluding  the  hospital.  Of  this, 
almost  $56. 8-million  was  provided  by  the  state. 

RECOMMENDATIONS 

97.  Eliminate  the  position  of  vice  president,  Per- 
sonnel Services. 

The  present  vice  president  position  is  excessive  for  the 
functions  performed.  Responsibilities  should  be  assigned 
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to  a director,  Personnel,  who  would  report  to  the  as- 
sociate vice  president,  Financial  Affairs. 

Proposed  Approach:  The  restructuring  would  replace  a 
vice  president  with  a director  and  permit  reclassification 
of  four  directors  to  an  administrative  assistant  level.  The 
annual  saving  to  be  realized  would  amount  to  $67,000. 
Having  the  proposed  director  report  to  the  associate  vice 
president,  Financial  Affairs,  would  combine  personnel 
and  payroll  activities  under  a single  administrator. 

Implementation  Strategy:  A committee  encompassing  the 
president,  vice  president,  Financial  Affairs,  and  incum- 
bent vice  president,  Personnel  Services,  should  meet  to 
develop  the  details  of  this  organization  change.  It  would 
prepare  new  job  descriptions  and  an  authorization  for  the 
president's  signature.  Implementation  should  require 
three  months. 

98.  Establish  an  Office  of  Affirmative  Action  for 
the  university. 

There  are  currently  four  separate  units  performing  affir- 
mative action  activities  in  the  university.  No  coordination 
of  effort  is  apparent  among  these  offices. 

Proposed  Approach:  A single  Office  of  Affirmative  Action 
should  be  established  for  the  entire  university.  It  would 
report  to  the  president  and  would  have  coordinating  re- 
sponsibilities to  the  director,  Personnel,  and  the  provost. 
Elimination  of  one  director  and  one  clerk  would  result  in 
an  annual  saving  of  $35,000. 

Implementation  Strategy:  A directive  should  be  issued  by 
the  president  to  accomplish  this  change.  The  consolida- 
tion should  be  complete  within  two  months. 

99.  Establish  a University  Consulting  Services  Cor- 
poration at  Temple. 

University  faculty  members  are  doing  private  consulting 
work.  Although  not  officially  permissible,  some  person- 
nel utilize  school  facilities  and  support  staff  in  connection 
with  their  projects.  The  university  receives  no  revenue 
from  such  activities. 

Proposed  Approach:  A committee  should  be  established 
to  study  corporations  formed  by  other  universities  to  offer 
consulting  services  and  staff  expertise  on  an  official  basis. 
Since  the  employees  could  then  use  all  research  and 
support  facilities  of  the  university,  the  school  would  be 
able,  through  the  corporation,  to  retain  a percentage  of 
the  consulting  fee.  If  25%  of  such  charges  were  retained, 
the  university  would  realize  an  annual  income  of  approx- 
imately $500,000  based  on  estimates  of  current  univer- 
sity staff  activities. 

Implementation  Strategy:  A proposal  outlining  the  or- 
ganizational structure  and  purposes  of  the  corporation 


should  be  submitted  to  the  university  trustees  for  approv- 
al. All  employees  should  be  informed  regarding  the  activi- 
ties of  the  corporation.  Directors  should  include  all  of  the 
deans  as  well  as  certain  key  administrative  personnel  of 
the  university. 

100.  Eliminate  the  tuition  refund  for  faculty  and 
staff  dependents. 

The  policy  of  granting  tuition  refunds  to  faculty  and  staff 
dependents  was  originally  initiated  as  a recruitment  tool 
when  salaries  were  low  and  personnel  difficult  to  obtain. 
As  this  condition  no  longer  exists,  the  tuition  refund  pol- 
icy constitutes  an  unnecessary  expense. 

Proposed  Approach:  The  refund  program  should  be 
phased  out  over  a four-year  period  to  allow  current  stu- 
dents to  complete  their  educations.  Based  on  fiscal  1 975 
expenditures,  the  annual  income  to  be  realized  would 
amount  to  $560,000.  This  revenue  could  be  used  to 
reduce  state  funding  requirements. 

Implementation  Strategy:  The  Board  of  Trustees  should 
authorize  the  elimination  of  this  financial  aid  over  a 
four-year  period. 

1 01 . Increase  dormitory  fees  to  cover  the  operating 
expenses. 

Residence  halls  operated  with  a deficit  of  approximately 
$250,000  in  fiscal  1975.  This  deficit  is  expected  to  de- 
crease to  $172,000  in  fiscal  1976  because  of  a slight 
increase  in  charges. 

Proposed  Approach:  Rates  should  be  established  at  a 
level  which  will  recover  the  actual  cost  of  dormitory 
accommodations.  An  additional  charge  of  $1  60  for  fiscal 
1977  would  provide  additional  annual  revenue  of 
$263,000.  Implementation  could  reduce  the  amount  of 
state  support  required  by  the  university. 

Implementation  Strategy:  This  change  can  be  im- 
plemented by  the  budgetary  committee  with  the  concur- 
rence of  the  Board  of  Trustees. 

1 02.  Adjust  residence  hall  board  fees  to  recover 
operating  costs. 

The  university  is  subsidizing  the  food  service  operation  in 
the  student  residence  halls  at  an  annual  cost  of  $1 14,000. 

Proposed  Approach:  Charges  to  resident  students  should 
be  increased  by  approximately  $70  to  eliminate  the  cur- 
rent deficit.  The  additional  income  will  amount  to 
$ 1 1 4,000  per  year.  Th  is  revenue  could  permit  a reduction 
in  state  funding  requirements. 

Implementation  Strategy:  This  change  can  be  im- 
plemented by  the  budgetary  committee  with  concurrence 
of  the  Board  of  Trustees. 


103.  Increase  university  parking  fees. 

Existing  fees  are  inadequate  to  recover  operating  ex- 
penses. The  parking  service  will  have  a deficit  projected 
at  $183,000  tor  fiscal  1976. 

Proposed  Approach:  Charges  should  be  increased  to  $1 
per  day  and  $25  per  month  for  fiscal  1977.  A small 
increase  is  already  scheduled  for  fiscal  1 976.  Implemen- 
tation would  provide  an  additional  revenue  of  $262,000. 
Funds  could  result  in  a decrease  in  state  expenditures  to 
support  the  university. 

Implementation  Strategy:  This  change  can  be  im- 
plemented by  the  budgetary  committee  with  the  concur- 
rence of  the  president. 

104.  Eliminate  the  university  subsidy  for  food  ser- 
vices at  the  faculty  club. 

The  university  subsidized  this  operation  at  an  annual  cost 
of  $150,000. 

Proposed  Approach:  The  university  is  in  the  process  of 
withdrawing  its  financial  support  of  the  food  service  op- 
eration. Expenses  can  be  met  by  increasing  either  the 
membership  fees  or  the  food  prices. 

Implementation  Strategy:  The  budgetary  committee  in- 
tends to  eliminate  the  subsidy  over  a two-year  period. 
This  will  permit  an  adequate  trial  of  the  proposed  finan- 
cial alternatives. 

105.  Establish  a computerized  inventory  and  asset 
control  system,  excluding  the  hospital. 

There  is  no  uniform  program  for  inventory  or  asset  control 
now  in  effect  at  the  university.  The  absence  of  required 
data  makes  effective  management  of  resources  difficult. 

Proposed  Approach:  A computerized  inventory  and  asset 
control  system  should  be  established  for  all  university 
resources  except  those  assigned  to  the  hospital.  A start  has 
been  made  in  the  maintenance  area.  This  should  be  com- 
pleted and  extended  to  other  university  operations.  The 
cost  of  implementation  will  be  more  than  offset  by  poten- 
tial savings.  A conservative  savings  estimate  of  10% 
through  better  asset  management  activities  would 
amount  to  an  annual  benefit  of  $1  -million  at  current 
expenditure  levels  of  $1 0-million. 

Implementation  Strategy:  This  proposed  program  would 
be  the  responsibility  of  the  vice  president,  Financial  Af- 
fairs. The  first  objective  would  be  completion  of  the 
maintenance  program.  A plan  should  be  developed  to 
include  other  appropriate  areas  in  a logical  sequence.  It 
might  be  possible  to  adapt  existing  software  programs  to 
the  university's  requirements  and  this  possibility  should 
be  investigated.  Overall  implementation  will  probably 
require  three  years. 


1 06.  Establish  a central  receiving  facility  for  Temple 
University. 

The  university  purchased  approximately  $1 8-million  in 
equipment  and  supplies  in  fiscal  1974.  Deliveries  are 
made  to  various  addresses  rather  than  a central  receiving 
facility.  A conservative  estimate  of  the  losses  resulting 
from  this  practice  would  be  1 % or  $1  80,000.  The  cost  of 
tracing  unforwarded  delivery  receipts  is  approximately 
$32,000  per  year. 

Proposed  Approach:  A central  receiving  facility  should 
be  established  to  receive  and  distribute  all  goods  shipped 
to  the  university.  This  will  ensure  prompt  receipt  of  mate- 
rials and  provide  a check  on  merchandise  damaged  in 
transit.  The  annual  cost  of  implementation  would  be 
$44,500.  The  savings  should  amount  to  approximately 
$151,000  per  year  for  a net  benefit  of  $106,500. 

Implementation  Strategy : Establishment  of  a central  facil- 
ity would  be  a responsibility  of  the  vice  president,  Finan- 
cial Affairs.  Fie  should  prepare  an  implementation  plan 
and  timetable  for  the  president's  approval.  University  staff 
should  be  fully  informed  regarding  procedural  changes. 
Implementation  should  require  approximately  10 
months. 

107.  Consolidate  the  purchasing  functions  for  the 
main  campus  and  the  health  sciences  center. 

There  are  two  separate  purchasing  organizations  in  the 
university,  each  with  a full  staff.  Although  some  joint 
purchases  are  made,  these  units  do  not  normally  coordi- 
nate their  activities.  The  duplication  of  staff  and  activities 
places  an  unnecessary  financial  burden  on  the  university. 

Proposed  Approach:  A single  purchasing  office  should  be 
established  and  excess  positions  eliminated.  The  annual 
saving  would  amount  to  $127,000  by  eliminating  the 
positions  of  director,  four  buyers  and  five  clerks.  The 
proposed  unit  would  be  headed  by  a director  and  two 
associate  directors  — one  for  the  health  sciences  center 
and  one  for  the  university.  The  office  would  report  to  the 
associate  vice  president,  University  Services. 

Implementation  Strategy:  With  concurrence  from  the 
university  president,  the  vice  president,  Financial  Affairs, 
should  approve  the  necessary  organizational  changes.  A 
study  should  be  made  to  determine  optimum  staffing  for 
the  proposed  unit.  Implementation  should  be  complete 
within  a period  of  six  months. 

UNIVERSITY  OF  PITTSBURGH 

A state-related  school,  the  University  of  Pittsburgh  offers 
graduate  and  undergraduate  degrees  in  the  arts  and  sci- 
ences, education,  engineering  and  various  health  related 
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fields.  Graduate  courses  are  available  in  several  special 
areas  such  as  law,  library  and  information  sciences  and 
business.  Enrollment  for  1974-75  consisted  of  20,083 
full-time  and  1 3,269  part-time  students.  Of  these,  23,353 
were  undergraduates.  The  university  received  approxi- 
mately one-third  of  its  $ 1 50-million  operating  budget  for 
fiscal  1 975  from  the  state.  As  a legally  private  institution, 
the  school  continues  to  attract  substantial  private  and 
federal  support.  It  recently  began  a seven-year  $35- 
million  capital  fund  drive. 

RECOMMENDATIONS 

108.  Merge  Clarion's  Venango  Campus  with  the 
Titusville  Campus  of  the  University  of 
Pittsburgh. 

The  two  campuses  are  about  12  miles  apart  and  each  is 
considered  important  by  its  respective  community.  With 
the  low  enrollments,  neither  facility  is  able  to  operate 
economically.  However,  there  would  be  much  opposi- 
tion in  regard  to  closing  them.  The  close  proximity  of  the 
two  campuses  and  their  similar  financial  problems,  result- 
ing from  low  enrollments  , suggests  the  need  for  a single 
administration  for  both  facilities. 

Proposed  Approach:  A study  should  be  made  to  deter- 
mine the  best  method  for  merging  the  two  operations.  The 
basic  decision  areas  would  include  how  to  administerthe 
two  campuses  as  a single  entity  and  what  programs 
should  be  offered.  Two  alternatives  would  be  either  oper- 
ation as  a Crawford/Venango  community  college  or  as  a 
branch  of  the  University  of  Pittsburgh.  In  either  case, 
bussing  between  campuses  would  eliminate  any  need  to 
duplicate  courses.  Each  campus  should  offer  noncom- 
petitive degree  programs  in  selected  areas  based  on  the 
educational  needs  of  the  area.  The  long-term  goal  is 
optimum  facility  utilization.  Implementation  would  pro- 
vide an  annual  saving  of  $200,000  through  reduced 
operating  and  salary  expenditures. 

Implementation  Strategy:  A task  force  comprised  of  offi- 
cials from  Pittsburgh,  Clarion,  the  Regional  Higher  Educa- 
tion Planning  Council  and  local  community  leaders 
should  be  convened  by  the  secretary,  Department  of 
Education,  to  study  all  available  options  for  merging  these 
campuses. 

109.  Establish  a University  Consulting  Services  Cor- 
poration at  this  institution. 

Both  faculty  members  and  university  managers  do  a con- 
siderable amount  of  private  consulting  work.  Although 
not  officially  permissible,  some  personnel  utilize  school 
research  facilities  and  support  staff  in  connection  with 
their  projects.  The  university  receives  no  revenue  from 
such  activities. 


Proposed  Approach:  A committee  should  be  established 
to  study  corporations  formed  by  other  universities  to  offer 
consulting  services  and  staff  expertise  on  an  official  basis. 
Since  the  employee  could  then  use  all  research  and  sup- 
port facilities  of  the  university,  the  school  would  be  able, 
through  the  corporation,  to  retain  a percentage  of  the 
consulting  fee.  If  25%  of  such  charges  were  retained,  the 
university  would  realize  an  annual  income  of  $300,000 
based  on  estimates  of  currentstaff  activities  and  revenues. 

Implementation  Strategy:  A proposal  outlining  the  or- 
ganizational structure  and  purposes  of  the  corporation 
should  be  submitted  to  the  university  trustees  for  approv- 
al. If  established,  the  corporation's  activities  should  be 
described  to  all  employees  with  a letter  from  the  chancel- 
lor. Corporation  directors  should  include  all  deans  and 
certain  key  administrative  personnel  of  the  university. 

1 10.  Establish  a University  Health  Services  Corpora- 
tion to  provide  the  School  of  Medicine  with 
faculty  services. 

Operating  costs  at  the  School  of  Medicine  will  produce  a 
deficit  estimated  at  $800,000  in  fiscal  1976.  Since  an 
increase  in  the  state  appropriation  to  the  school  has  been 
refused,  it  must  find  a way  to  reduce  expenditures  or 
improve  revenues.  The  major  expenditure  item  is  salaries, 
including  compensation  for  280  full-time  and  500  part- 
time  physicians/  faculty  members.  The  school  is  affiliated 
with  the  University  Health  Center,  a corporation  of  five 
area  hospitals.  The  university's  medical  graduates  are 
used  as  residents  by  the  hospitals.  About  20%  of  their 
salaries  are  paid  by  the  school  to  compensate  them  for 
teaching  activities  in  their  second  and  third  years. 

Proposed  Approach:  A committee  should  be  established 
to  determine  the  feasibility  of  using  a nonprofit  corpora- 
tion to  provide  required  faculty  services  to  the  school. 
This  type  of  approach  provides  a single  collection  point 
for  all  fees  related  to  professional  services  rendered  by  the 
member  doctors.  The  corporation  would  administer  all 
funds,  define  salary  ranges,  calculate  reimbursement 
formulas,  distribute  remuneration  and  provide  benefit 
programs.  The  university  would  be  relieved  of  these  activ- 
ities, including  faculty  tenure  and  would  merely  contract 
with  the  corporation  for  services.  The  compensation  for- 
mula would  reward  those  doing  more  patient  care,  par- 
ticularly the  residents  whose  part-time  instruction  activi- 
ties would  not  be  charged  to  the  university.  Implementa- 
tion could  provide  an  annual  saving  of  $800,000,  if  part- 
time  resident  salaries  are  eliminated. 

Implementation  Strategy:  The  vice  chancellor,  Health 
Services,  should  be  authorized  to  establish  a committee 
to  determine  the  feasibility  of  the  proposed  approach.  If 
practical,  a detailed  plan  of  action  should  be  developed 
by  the  group. 


111.  Restructure  the  Physical  Plant  Department. 

The  Physical  Plant  Department  is  responsible  tor  both 
maintenance  and  construction  acitivities  for  the  univer- 
sity. The  director  reports  to  the  vice  chancellor,  Business 
and  Finance,  and  all  work  is  processed  through  a work 
planning  center.  The  center  employs  architects,  en- 
gineers, draftsmen  and  maintenance  personnel.  This 
comingling  of  maintenance  functions  with  major  con- 
struction activities  has  resulted  in  poor  administrative 
control  and  a lack  of  attention  to  school  maintenance 
needs. 

Proposed  Approach:  All  maintenance  activities  should  be 
combined  into  a single,  separate  Maintenance  Depart- 
ment. Construction  responsibilities  of  the  Physical  Plant 
Department  should  be  incorporated  with  those  of  the 
Department  of  Space  Planning  Allocation  and  Utiliza- 
tion. The  resulting  Department  of  Building  Development 
and  Utilization  should  report  to  the  vice  chancellor, 
Planning  and  Budget.  It  would  assume  complete  respon- 
sibility for  all  phases  of  construction  and  alteration  work 
to  provide  improved  control  of  university  building  pro- 
grams. Activities  of  the  work  planning  center  should  be 
analyzed  to  eliminate  unnecessary  functions  and  reduce 
costs  $140,000.  Implementation  should  permit  a staff 
reduction  of  three  positions  for  an  additional  annual  sav- 
ing of  $50,000. 

Implementation  Strategy:  The  vice  chancellor,  Planning 
and  Budget,  and  the  vice  chancellor,  Business  and  Fi- 
nance, should  separate  all  maintenance  activities  into  a 
new  department.  Remaining  functions  should  be  reas- 
signed as  proposed  and  a program  of  management  objec- 
tives established  to  reduce  administrative  and  mainte- 
nance costs  in  the  two  departments.  Implementation 
should  be  complete  within  three  months. 

112.  Centralize  procurement  responsibilities  and 
authority  within  the  Purchasing  Department. 

There  are  more  than  600  locations  within  the  university 
which  requisition  items  through  the  Purchasing  Depart- 
ment. FHowever,  a lack  of  understanding  and  cooperation 
has  made  it  difficult  for  the  department  to  implement 
uniform  procedures  or  more  efficient  administrative 
methods.  Some  50,000  orders  are  processed  with  annual 
expenditures  of  between  $18-  to  $20-million.  Criteria  to 
measure  purchasing  performance  have  not  been  estab- 
lished nor  is  there  a formal  cost  reduction  program.  It  is 
not  clear  how  much  authority  rests  with  the  Purchasing 
Department  at  present. 

Proposed  Approach:  A universitywide  program  should  be 
established  to  strengthen  the  purchasing  function  and 
centralize  responsibilities  within  the  Purchasing  Depart- 
ment. One  person  in  each  agency  should  be  responsible 


for  processing  and  forwarding  all  requisitions  to  Purchas- 
ing. This  individual  would  also  ensure  that  sufficient 
funds  were  available  in  the  department  budget  for  pro- 
posed purchases.  A code  should  be  established  to  identify 
annual  volumes  of  repeat  items.  All  vendor  negotiations 
should  be  handled  by  the  Purchasing  Department. 

The  department  should  be  restructured  to  increase  its 
efficiency.  At  present,  the  staff  consists  of  a director,  a 
purchasing  agent,  1 0 buyers  and  1 2 secretary/clerks.  The 
buyers  should  be  organized  into  units  with  a secretary/ 
clerk  assigned  to  each  group.  Implementation  of  this 
change,  use  of  coding  systems  and  increased  utilization 
of  standing  orders  for  basic  supplies  would  permit  a staff 
reduction  of  one  buyer  and  one  secretary/clerk.  The  an- 
nual saving  would  amount  to  $15,000.  Instituting  a for- 
mal cost  reduction  program  should  permit  a saving  of  2% 
on  volume  purchases,  based  on  comparable  industry  ex- 
perience. The  annual  benefit  to  be  achieved  would 
amount  to  $40,000. 

Implementation  Strategy:  The  vice  chancellor,  Business 
and  Finance,  should  authorize  the  director  to  restructure 
the  Purchasing  Department  and  implement  required  pro- 
cedural changes.  Fie  should  also  instruct  other  depart- 
ments to  select  a representative  to  deal  with  the  Purchas- 
ing Department  and  he  should  publish  a revised  state- 
ment of  purchasing  policies  and  principles. 

113.  Establish  a steering  committee  to  monitor  the 
university's  computer  services. 

The  university  now  has  two  computer  centers  — one  for 
administrative  needs  and  one  for  academic  work.  Despite 
the  difference  in  output,  a review  indicates  that  better 
coordination  is  required  between  the  centers  in  regard  to 
equipment  utilization,  software,  program  languages  and 
university  EDP  requirements.  Problems  include:  unused 
equipment  in  one  area  which  could  be  utilized  by  the 
other  center;  manual  preparation  of  reports  because  of  an 
inadequate  data  base;  and  a need  for  improved  program 
effectiveness  and  computer  utilization. 

Proposed  Approach:  The  university  spends  approxi- 
mately $3-mi  1 1 ion  annually  on  data  processing.  A steering 
committee  should  be  established  to  coordinate  all  EDP 
activities  in  order  to  ensure  optimum  equipment  utiliza- 
tion and  program  coordination.  Responsibilities  would 
include  the  following: 

• Evaluate  all  hardware  to  determine  optimum  use. 

• Examine  available  software  to  identify  opportunities 
for  intradepartment  programming  activities. 

• Establish  priorities  for  new  programming,  identifying 
currently  unreliable  programs  in  order  to  reduce 
manual  work  loads. 
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• Interface  with  the  Pittsburgh  Council  for  Higher  Edu- 
cation in  its  efforts  to  establish  methods  to  meet  com- 
puter needs  of  educational  institutions  in  the 
Pittsburgh  area. 

• Promote  a better  working  relationship  between  the 
academic  and  administrative  computer  areas  with  an 
eventual  goal  of  centralizing  EDP  facilities. 

A review  of  manual  activities  by  university  employees 
indicates  that  some  15  positions  in  various  areas  — the 
Institutional  Research  Department,  the  Plant  Fund  De- 
partment, the  Registrar's  Office  and  other  departments  — 
could  be  eliminated  by  computerization.  The  total  annual 
saving  would  amount  to  $1  20,000.  Improved  equipment 
utilization  should  increase  this  figure  significantly. 

Implementation  Strategy:  The  chancellor  should  estab- 
lish the  proposed  steering  committee.  It  should  report  to 
the  chancellor  and  the  vice  chancellor,  Planning  and 
Budget.  The  vice  chancellor,  Business  and  Finance, 
should  be  represented  on  the  committee. 

114.  Reduce  copy  machine  expenditures  by  25%. 

The  university  spends  over  $500,000  annually  for  photo- 
copies. Accurate  data  are  not  available  regarding  the 
volume  or  cost  of  copies  produced  on  individual 
machines  and  no  guidelines  have  been  established  to 
ensure  optimum  utilization.  In  addition,  machines  using 
bond  paper  rather  than  chemically  coated  stock  are 
utilized  in  low-volume  areas,  further  increasing  the  cost. 

Proposed  Approach:  The  university  should  institute  a 
comprehensive  program  to  reduce  overall  photocopying 
costs.  A review  should  be  made  of  all  machines  now  in 
use,  with  identification  of  any  special  requirements. 
Suppliers  should  be  invited  to  submit  proposals  based  on 
established  needs  and  a procedure  should  be  initiated  to 
formalize  acquisitions  of  new  equipment.  Based  on  a 
partial  analysis  of  current  usage,  a minimum  saving  of 
25%  should  be  attainable.  The  annual  amount  to  be 
realized  would  be  $125,000. 

Implementation  Strategy:  Responsibility  for  implement- 
ing a universitywide  program  should  be  vested  with  the 
vice  chancellor,  Business  and  Finance.  Development  ac- 
tivities should  be  assigned  to  the  Purchasing  Department 
and  assistance  obtained  from  Penn  State  which  has  com- 
pleted a detailed  study  of  its  copy  requirements. 

115.  Reduce  the  storehouse  inventory  in  the  Physi- 
cal Plant  Department. 

The  storehouse  which  serves  this  department  stocks 
plumbing  and  electrical  supplies  with  a total  value  of 
$ 1 60,000.  The  turnover  rate  is  1 .5  times  per  year.  While 
this  is  adequate  for  a maintenance  operation,  the  quan- 
tities on  hand  are  unnecessarily  high. 


Proposed  Approach:  Purchase  arrangements  should  be 
made  with  vendors  to  stock  those  items  which  the  de- 
partment needs  on  a regular  basis.  Daily  deliveries  are 
available.  Such  an  agreement  would  reduce  the  inventory 
investment  by  a one-time  amount  of  $100,000. 

Implementation  Strategy:  The  vice  chancellor,  Business 
and  Finance,  should  instruct  the  Physical  Plant  and  Pur- 
chasing Departments  to  establish  the  required  vendor 
stocking  arrangements. 

116.  Reduce  mail  distribution  on  the  Oakland  cam- 
pus to  one  delivery  daily. 

The  annual  budget  for  the  university's  Mail  Department  is 
$135,000.  Approximately  20  people  and  three  vehicles 
are  used  to  collect,  process  and  deliver  interdepartmental 
correspondence  and  some  125,000  pieces  of  outside 
mail  on  the  Oakland  campus  daily.  Collections  and  de- 
liveries are  made  twice  daily. 

Proposed  Approach:  At  the  current  volume  of  mail,  one 
delivery  daily  would  be  sufficient  for  the  Oakland  cam- 
pus. This  would  permit  a reduction  of  three  staff  positions 
and  elimination  of  a truck  for  annual  savings  of  $20,000. 

Implementation  Strategy:  The  vice  chancellor,  Business 
and  Finance,  should  authorize  the  elimination  of  one 
mail  delivery  per  day.  A notice  should  be  prepared  re- 
garding the  use  of  new  zip  codes.  Since  the  upper  and 
lower  campus  each  have  different  numbers,  using  them 
will  ensure  that  the  bulk  of  the  mail  will  be  presorted  by 
the  post  office  before  delivery. 

1 1 7.  Improve  dormitory  security. 

Students  consistently  utilize  fire  doors  and  garage  en- 
trances to  gain  access  to  the  tower  dormitories.  This 
breach  of  security  provides  ready  entrance  to  residential 
areas  for  unauthorized  persons.  The  student  press  has 
been  emphasizing  the  need  for  improved  dormitory  secu- 
rity. At  present,  residence  halls  account  for  8.4  full-time 
equivalent  security  positions. 

Proposed  Approach:  To  protect  the  residence  areas  from 
unauthorized  visitors,  an  electronic  surveillance  system 
should  be  installed  for  a one-time  cost  of  $75,000.  It 
would  consist  of  an  automatic  vehicle  identification  de- 
vice at  the  garage  door  with  a surveillance  camera  and  an 
alarm.  Cameras  and  alarms  would  also  be  installed  at 
other  access  points  and,  if  permitted,  fire  doors  would  be 
equipped  with  electric  door  latches.  There  would  be  a 
central  monitoring  system  and  card  readers  to  permit 
entrance  to  the  cafeteria  and  the  dormitories  through  two 
doors.  The  annual  saving  in  security  expenditures,  based 
on  present  costs,  would  amount  to  $90,000. 

In  addition,  students  should  be  assessed  a $50  residence 
damage  fee  to  be  paid  in  advance.  Those  involved  in 
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vandalism  would  forfeit  their  $50  and  be  reassessed  for 
the  following  semester.  The  funds  — estimated  at 
$175,000  per  year  — would  be  held  in  an  interest- 
bearing  account  until  returned  to  or  forfeited  by  the  stu- 
dents. The  university  should  realize  an  annual  income  of 
$7,000  from  its  share  of  the  interest. 

Implementation  Strategy:  The  director,  Housing,  should 
hold  meetings  with  student  government  representatives 
to  review  any  proposed  security  system  and  the  required 
degree  of  student  participation.  It  should  be  emphasized 
that  security  devices  based  on  minimum  participation 
will  restrict  their  freedom  to  move  in  and  out  of  the 
dormitory  areas.  Any  viable  alternatives  involving  greater 
student  participation  can  be  evaluated  and  discussed. 

118.  Make  the  University  Press  self-supporting. 

For  38  years,  Pittsburgh  has  operated  a University  Press  to 
publish  books  of  literary  excellence.  During  the  past  year, 
27  books  were  printed  and  391  manuscripts  rejected. 
Since  market  appeal  is  not  a major  criteria  for  selection, 
this  operation  showed  a deficit  of  $218,000  for  fiscal 
1974.  Similar  losses  of  are  expected  for  fiscal  1975. 

Proposed  Approach:  In  order  to  reduce  University  Press 
losses,  a budget  cut  of  approximately  $1 00,000  has  been 
proposed.  This,  however,  is  not  expected  to  lower  ad- 
ministrative expenses  since  few,  if  any,  personnel  reduc- 
tions are  planned.  A more  effective  approach  would  be  an 
active  program  of  publication  concentrating  on  books 
with  good  commercial  prospects.  To  recover  printing 
costs,  the  University  Press  must  sell  2,000  copies  of  its 
books  annually.  Therefore,  publishing  two  orthree  books 
yearly  with  sales  potential  of  25,000  to  50,000  copies 
each  could  increase  the  annual  income  by  approximately 
$1 10,000.  Implementation  could  eventually  put  the  op- 
eration on  a self-sustaining  basis. 

Implementation  Strategy:  The  chancellor  should  au- 
thorize the  director  of  the  University  Press  to  initiate  a 
program  to  actively  seek  marketable  manuscripts.  The 
assistanceof  the  vice  chancellor,  Public  Affairs,  should  be 
enlisted  in  this  effort. 


119.  Provide  in-house  computerized  student  ac- 
counts receivable  and  billing  services  for  the 
university's  health  program. 

Fees  for  the  student  health  insurance  program  are  col- 
lected by  the  university.  Several  years  ago,  the  accounts 
receivable  and  billing  systems  were  turned  over  to  a 
computer  service  bureau  because  of  a lack  of  in-house 
capability.  The  service  costs  $20,000  annually. 

Proposed  Approach : The  university  computercenter  now 
has  the  computer  time  and  capability  to  undertake  the 
program.  At  an  estimated  cost  of  $10,000,  implementa- 
tion would  provide  an  annual  saving  of  $10,000.  The 
software  is  readily  adaptable  to  the  university's  equip- 
ment so  no  major  conversion  costs  are  anticipated. 

Implementation  Strategy:  The  vice  chancellor,  Business 
and  Finance,  should  authorize  the  director  of  the  compu- 
ter center  to  terminate  the  existing  contract  and  imple- 
ment the  transfer. 

120.  Implement  a program  to  reduce  lighting  costs 
by  at  least  20% 

At  present,  the  university  is  incurring  excessive  costs  in 
relation  to  its  lighting  needs.  A survey  is  needed  of  the 
school's  overall  requirements  and  optimum  means  for 
meeting  them.  However,  maintenance  personnel  do  not 
have  the  time  to  conduct  such  a study. 

Proposed  Approach:  Major  lamp  suppliers  offer  the  type 
of  study  needed  at  no  charge  to  their  customers.  At  an 
annual  expenditure  of  $60,000  for  lighting  needs,  iden- 
tification of  optimum  light  levels  and  utilization  of  high- 
performance  lamps  could  provide  an  annual  saving  of 
$12,000. 

Implementation  Strategy:  The  Maintenance  and  Purchas- 
ing Departments  should  make  arrangements  with  a major 
supplier  to  conduct  the  necessary  evaluation.  Survey  rec- 
ommendations should  be  implemented  and  results  moni- 
tored for  at  least  one  year  to  ensure  that  projected  savings 
are  being  achieved. 
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WELFARE  AND 
MENTAL  HEALTH 

The  mental  health  team,  with  a total  of  1 5 members,  was 
responsible  for  surveying  the  operations  of  the  Depart- 
ment of  Public  Welfare  with  particular  emphasis  given  to 
the  state's  mental  health  and  mental  retardation  institu- 
tions. In  an  effort  to  gain  as  much  insight  as  possible, 
groups  of  two  or  three  individuals  spent  the  first  five 
weeks  of  the  study  period  visiting  the  various  institutions 
and  the  department's  four  regional  offices.  Team  mem- 
bers spent  as  much  as  two  weeks  at  a single  institution, 
reviewing  its  operations  in  detail.  Later,  they  visited  other 
facilities  for  one  to  three  days.  In  all,  20  of  the  state's  3 1 
mental  institutions  were  covered.  In  order  to  achieve  as 
broad  a view  as  possible  of  the  organization,  operation 
and  administration  of  individual  facilities,  team  members 
also  spent  some  evenings  and  weekends  at  the  institutions 
and  even  participated  in  programs  with  patients/ 
residents. 

Visits  were  made  to  community-level  mental  health 
facilities  throughout  the  state  to  gain  a first-hand  impres- 
sion of  possible  alternatives  to  institutional  care.  In  addi- 
tion, operations  of  the  County  Boards  of  Assistance  were 
reviewed.  Following  the  field  work,  interviews  were  held 
with  department  personnel  in  Harrisburg  to  identify  over- 
all objectives,  operating  methods  and  problem  areas. 

The  department  has  been  mandated  through  the  Mental 
Health  and  Mental  Retardation  (MH/MR)  Act  of  1966  to 
develop  an  overall  system  of  care  which  will  make  greater 
use  of  community-level  mental  health  centers  and  thus 
decrease  the  number  of  persons  committed  to  institu- 
tions. Implementation  of  this  objective  has  been  very 
slow.  Apparently,  there  are  a number  of  factors  contribut- 
ing to  this  lack  of  effective  action.  A prime  requirement  — 
still  unfulfilled  — is  the  developmentof  a comprehensive, 
long-range  plan  with  specific  objectives.  Interference 
from  unions,  special  advocacy  groups  and  local  civic  and 
political  organizations  has  been  another  impeding  factor. 
Strong,  determined  leadership  is  needed  to  move  the 
department  ahead  to  carry  out  its  objectives  despite  exist- 
ing opposition. 

Although  the  department  lacks  a comprehensive  pro- 
gram, a tremendous  amount  of  planning  is  done.  How- 
ever, it  is  fragmentary,  uncoordinated  and,  for  the  most 
part,  unimplemented.  For  example,  regionalization  of  the 
department's  administrative  functions  has  been  im- 
plemented in  part,  but  there  has  been  no  delineation  of 
responsibilities  or  appropriate  delegation  of  authority.  As 
a result,  there  is  confusion,  inadequate  accountability, 
responsibility  gaps  and  a duplication  of  work  between  the 


central  office  and  the  regions.  All  contribute  to  reduced 
effectiveness  and  higher  costs.  A number  of  organiza- 
tional and  operational  problems  also  exist  within  the 
County  Boards  of  Assistance. 

A recommendation  has  been  submitted  which  mandates 
a comprehensive  plan  oriented  toward  the  concurrent 
build-up  of  community  MH/MR  programs,  together  with 
a consolidation  of  institutions  into  more  cost-effective 
operations  as  balanced  components  of  a good  complete, 
overall  mental  health  care  system.  The  depersonalization 
of  individuals  in  antiquated  and  inappropriate  buildings 
at  the  institutions  is  very  apparent.  The  observed  results  of 
moving  these  people  to  community-sponsored  facilities 
mandate  the  aggressive  development  of  more  of  these 
programs  under  county  sponsorship.  Individual  recom- 
mendations to  support  and  augment  the  comprehensive 
plan  relate  to  the  closing  or  phasing  down  of  institutions, 
the  provision  of  monetary  incentives  to  the  private  sector, 
the  movement  of  state  employees  to  community  pro- 
grams and  the  allocation  of  an  appropriate  funding  stream 
for  accomplishing  all  this.  It  is  important  that  the  state 
realize  not  all  groups  can  be  satisfied,  and  that  some  must 
be  temporarily  inconvenienced  for  the  long-term  good  of 
the  majority. 

A new  organizational  structure  for  Department  of  Public 
Welfare  has  been  proposed  which  will  strengthen  the 
regionalization  concept,  and  make  it  a more  effective 
system  for  managing  the  state's  institutions,  programs  and 
functions. 

Several  recommendations  deal  with  methods  to  improve 
the  functions  of  the  County  Boards  of  Assistance.  These 
include  computerization  of  files  and  assigning  direct  con- 
trol of  all  activities  to  the  regional  commissioners.  Income 
Maintenance.  In  addition,  it  is  recommended  that  the 
number  of  board  offices  in  the  state  be  reduced. 

In  evaluating  these  recommendations,  it  is  important  that 
those  responsible  for  implementation  focus  more  on  the 
broad,  overall  methodologies  presented,  rather  than  on 
some  of  the  details  included  in  the  write-ups. 

As  a result  of  the  team's  involvement  with  the  mental 
health  program,  some  of  the  recommendations  presented 
may  go  beyond  the  clear  limits  of  management  and  ad- 
ministration and  cross  into  the  gray  area  of  program  and 
mental  health  science.  This  has  not  been  done  in  an 
accidental  or  haphazard  manner,  but  with  close  coordi- 
nation and  counsel  from  knowledgeable  persons  within 
the  department. 

Despite  the  problems  which  were  identified,  the  team 
members  were  impressed  by  the  professionalism  and  de- 
dication of  the  employees  they  contacted  in  the  Depart- 
ment of  Public  Welfare.  In  many  cases,  outside  pressures 
have  prevented  them  from  fully  realizing  worthwhile 
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goals  in  regard  to  the  state's  mental  health  and  mental 
retardation  institutions.  Concentrated  planning,  effective 
guidance  and  dynamic  leadership  are  needed  to  enable 
the  department  to  overcome  these  pressures. 


DEPARTMENT  OF 
PUBLIC  WELFARE 

The  Department  of  Public  Welfare  provides  financial  as- 
sistance to  the  economically  dependent  through  public 
assistance  grants  and  medical  assistance  payments;  pro- 
vides care,  treatment  and  rehabilitation  to  the  socially, 
mentally  and  physically  disabled;  and  engages  in  activi- 
ties, including  education  and  research,  which  serve  to 
prevent  or  reduce  economic,  social,  mental  and  physical 
disabilities. 

Services  are  provided  directly  through  administration  of 
program  services  and  indirectly  through  programs  of 
standard  setting,  regulation,  supervision,  licensing, 
grants,  subsidies  and  purchase  of  services.  The  actual 
delivery  is  executed  through  regional  offices,  County 
Boards  of  Assistance  and  various  types  of  institutions. 

The  department  is  headed  by  a secretary,  who  is  served  by 
an  advisory  board.  Reporting  to  the  secretary  is  an  execu- 
tive deputy  secretary,  Operations,  an  executive  deputy 
secretary,  Federal  Policy  and  Programs,  a deputy  secre- 
tary, Mental  Health  and  Medical  Programs,  a deputy 
secretary,  Mental  Retardation  and  a deputy  secretary, 
Social  Services.  The  executive  deputy  secretary,  Opera- 
tions, is  the  chief  line  officer.  He  has  four  regional  deputy 
secretaries  and  a deputy  secretary,  Management  Ser- 
vices, reporting  to  him,  and  is  responsible  for  implement- 
ing all  department  programs  in  accordance  with  estab- 
lished plans,  policies  and  standards.  The  other  deputy 
secretaries  have  staff  responsibilities  for  planning  and 
policy  activities  in  their  respective  specialty  areas. 

The  authorized  personnel  complement  is  43,400  posi- 
tions. Expenditures  for  fiscal  1975  amounted  to  $2.1- 
billion  of  which  $1. 2-billion  were  state  funds.  This  is 
expected  to  increase  to  $2. 6-billion  in  fiscal  1 976  and  the 
state  portion  will  be  $1 . 5-billion. 

The  department  operates  four  administrative  regions  — 
southeast,  northeast,  central  and  western.  Each  is  super- 
vised by  a deputy  secretary.  In  addition  to  direct  service 
deliveries  for  department  programs,  including  operation 
of  the  state's  mental,  youth  and  general  hospital  institu- 
tions, the  offices  monitor  services  provided  by  county  and 
private  facilities.  Regional  employment  totals  40,200  per- 


sons. The  overall  operating  budget  is  approximately 
$63  2-million.  The  offices  distributed  some  $1 . 3-bill  ion  in 
public  and  medical  assistance  payments  for  fiscal  1975 
through  County  Boards  of  Assistance. 

RECOMMENDATIONS 

121.  Strengthen  the  regional  organization  concept 
in  order  to  improve  service  deliveries  by  the 
department. 

The  concept  of  regionalization  was  adopted  by  the  de- 
partment in  1 967  to  increase  its  capabilities  in  responding 
to  client  needs.  It  called  for  the  transfer  of  operational 
responsibilities  from  program-oriented  deputy  secretaries 
in  Harrisburg  to  newly  established  regional  deputy  sec- 
retaries. This  approach  has  only  been  partially  im- 
plemented and  resulting  benefits  have  been  slow  to  de- 
velop. Among  the  problems  which  require  attention  are 
delays  in  service  deliveries,  ambiguous  accountability  for 
financial  management,  lack  of  comprehensive  program 
planning,  duplications  of  effort  and  an  unfavorable  cli- 
mate for  management  development  activities. 

Proposed  Approach:  Modifying  the  present  organization 
structure  would  substantially  reduce  the  ambiguity  of 
responsibilities  for  operational  and  financial  manage- 
ment which  exists  between  the  central  office  and  the 
regions.  The  following  changes,  illustrated  by  the  present 
and  proposed  organization  charts  which  are  shown  to  the 
right,  are  recommended: 

• Elevate  the  regional  deputy  secretaries  to  a direct 
reporting  relationship  with  the  secretary,  Department 
of  Public  Welfare.  In  this  way,  these  deputies  would 
be  fully  accountable  for  all  operational  activities  in 
their  regions. 

• Eliminate  the  executive  deputy  secretary,  Opera- 
tions, and  assign  required  duties  to  the  regional  de- 
puty secretaries.  With  the  change  in  reporting  rela- 
tionships, this  position  would  be  unnecessary. 

• Establish  an  executive  deputy  secretary,  Manage- 
ment and  Programs.  His  responsibilities  would  en- 
compass central  office  supervision  and  provision  of 
guidance  intheareasof  management  services,  policy 
development  and  program  evaluation. 

• Reassign  certain  functional  responsibilities.  Budgets 
should  be  prepared  by  the  regional  offices  to  reflect 
their  requirements.  These  should  be  integrated  into 
an  overall  department  document  developed  by  the 
Bureau  of  Fiscal  Management.  Logistical  operations 
now  handled  by  the  Office  of  Management  Services 
— food  service,  laundry,  maintenance  and  the  like  — 
should  be  transferred  to  the  regions.  Areas  of 


statewide  policy  and  interregional  integration  would 
remain  the  responsibility  of  the  Office  of  Manage- 
ment Services.  Purchasing  approvals  which  cannot 
be  handled  by  individual  institutions  and  which  do 
not  require  review  by  the  Department  of  Property  and 
Supplies  should  be  approved  by  the  regions.  Institu- 
tional collections  should  also  be  transferred  to  the 
regional  offices  as  well  as  all  personnel  and  man- 
power planning  activities.  Licenses  and  private  con- 
tracting should  be  a responsibility  of  the  regions  and 
they  should  also  control  county  and  local  disburse- 
ments authorized  by  the  department.  Integrated  ser- 
vice and  supply  centers  should  be  developed  on  a 
regional  basis  with  the  assistance  of  the  Office  of 
Management  Services. 

• Structure  the  function  of  the  regional  offices  as  shown 
in  the  chart  on  page  42.  Eliminating  the  separa- 
tion between  mental  health  and  mental  retardation 
activities  will  provide  an  interface  with  county 
MEH/MR  administrators  and  help  consolidate  institu- 
tional management  within  the  regions. 


Implementation  will  improve  service  deliveries  and  pro- 
vide an  opportunity  to  realize  substantial  operating 
economies.  Benefits  to  be  achieved  by  eliminating  dupli- 
cate activities  and  improving  overall  utilization  of  de- 
partment resources  have  been  claimed,  in  part,  in  other 
recommendations. 

Implementation  Strategy:  The  director,  Office  of  Man- 
power, should  work  with  the  central  office  deputy  sec- 
retaries and  the  regional  deputy  secretaries  to  identify 
specific  functions,  positions  and  personnel  to  be  reas- 
signed to  the  regions.  Once  this  is  accomplished,  the 
secretary,  Department  of  Public  Welfare,  should  issue  a 
formal  announcement  of  the  changes  made  and  the  re- 
sulting responsibilities. 

122.  Implement  an  integrated  statewide  approach 
to  deliver  human  services. 

Currently,  the  delivery  of  human  services  provided  by 
various  government  levels  and  entities  involves  separate 
agencies  and  funding  streams  with  autonomous  offices, 
personnel  and  support  services.  This  approach  requires 


42 


Personnel 

. Institutional  Programs 

. General  Hospitals 

. Income  Maintenance 

Budget  and  Finance 

. Community  Programs 

. Youth  Services 

. Medical  Assistance 

Facility  Institution  Management 

. Restoration  Centers 

. Child  Welfare  and  Services 

. Pensions 

Licensing 

. Adult  Services 

Manpower  Planning 

. Service  for  the  Aged 

Administrative  Services 

Revenue  Office 

the  client  to  deal  with  an  array  of  agencies  and  submit  to 
repetitive  interviews  and  completion  of  forms. 

Proposed  Approach:  Federal  laws  and  regulations  are 
being  changed  to  redefine  service  categories  in  terms  of 
human  needs  such  as  aging,  children,  family,  poverty, 
youth  and  so  on.  At  present,  three  projects  are  in  various 
stages  of  development.  These  are  The  Northeast  Region 
United  Services  Agency,  The  Man  Valley  Health  and 
Welfare  Council  and  The  Allegheny  County  Human  Ser- 
vices Commission.  All  are  attempts  to  develop  integrated 
human  service  delivery  systems.  Based  on  the  data  pro- 
duced by  these  programs,  the  state  should  be  able  to 
design  and  implement  a statewide  approach  to  human 
service  delivery  which  is  consistent  with  new  federal 
requirements.  Key  features  would  include: 

• Co-location  of  agencies  and  categorical  services. 

• Common  client  intake  and  follow-up  activities. 

• Computerized  data  systems  for  client  information 
and  tracking,  cost  accounting  and  funding  account- 
ability with  printouts  of  reports  and  bills. 

• Interdisciplinary  teams  to  deliver  comprehensive 
services  to  the  client. 

• Common  support  services. 

This  approach  can  be  implemented  and  continued  with 
existing  personnel.  However,  it  will  require  extensive 
review  and  planning  by  those  who  would  be  responsible 
for  implementation. 

While  it  is  difficult  to  determine  the  total  cost  of  adminis- 
tering human  service  programs,  it  is  believed  that  10%  of 


the  overall  budget  is  required  for  clerical  and  support 
functions.  At  a spending  level  of  $256-million,  this  would 
amount  to  $25-million.  Implementation  of  a statewide 
delivery  system  should  provide  a net  annual  saving  of  at 
least  5%  of  this  expense  or  $1 . 2-million.  Equally  impor- 
tant is  the  significant  improvement  in  service  which  can 
be  anticipated. 

Implementation  Strategy:  The  secretaries  of  the  Depart- 
ments of  Public  Welfare  and  Health  should  work  with  the 
Governor's  Commission  on  Human  Services  to  establish 
an  implementation  team.  This  group  would  be  responsi- 
ble for  developing  detailed  plans  and  methodology  for  a 
unified  delivery  system.  Implementation  of  the  system 
should  be  complete  within  two  years  and  should  be  plan- 
ned within  current  budget  limitations  to  realize  projected 
savings. 

1 23.  Eliminate  unnecessary  administrative  and  cler- 
ical positions  in  the  department's  subregional 
offices. 

The  intent  of  the  subregional  offices  was  to  provide  a base 
of  operations  for  field  workers  in  the  geographically  ex- 
tensive western  and  central  regions.  Since  they  report  to 
regional  commissioners,  there  is  no  need  for  existing 
administrative  personnel  in  the  subregional  offices.  The 
paperwork  generated  by  the  field  workers  is  normally 
completed  early  in  the  week,  leaving  the  clerical  staff  in 
these  operations  little  to  do. 

Proposed  Approach:  The  Meadville  subregional  office  in 
the  western  region  should  be  closed.  Field  workers  and  a 
reduced  level  of  clerical  support  should  be  assigned  to  an 
existing  state  office  facility  in  the  Erie  area.  Since  field 


personnel  report  to  the  regional  commissioners,  there  will 
be  no  need  for  administrative  personnel  in  the  new  opera- 
tion. Implementation  should  reduce  current  staff  by  one 
director,  one  administrative  officer  and  two  clerks  for  an 
annual  saving  of  at  least  $40,000.  Using  existing  state 
facilities  should  reduce  annual  rental  expenditures  by 
$20,000. 

In  the  central  region,  the  three  subregional  offices  should 
continue  to  operate  in  their  current  locations.  However, 
three  coordinators  and  three  typists  should  be  terminated 
to  eliminate  unnecessary  administrative  and  clerical  posi- 
tions. The  annual  saving  would  be  about  $1  00,000.  This 
will  bring  overall  annual  savings  to  $160,000. 

Implementation  Strategy:  The  regional  deputy  secretary 
will  make  the  final  determinations  in  regard  to  excess 
administrative  and  clerical  positions.  Staff  reductions 
should  be  carried  out  within  six  months.  In  the  same 
period,  the  regional  deputy  secretary  or  his  director, 
Management  Services,  should  select  appropriate  office 
facilities  for  a subregional  operation  in  Erie.  Transfer  of 
the  unit  should  be  completed  within  two  months. 

124.  Centralize  the  functions  of  the  institutional 
revenue  agents  at  the  regional  level. 

Each  of  the  31  MH/MR  institutions  has  its  own  revenue 
agent  and  supporting  staff.  Responsibilities  encompass 
determination  of  patient  financial  resources,  collection 
activities  and  custody  of  patient  accounts.  Administra- 
tively, these  agents  report  to  the  institutional  business 
manager.  The  regional  offices  employ  revenue  consul- 
tants to  assist  these  agents.  At  present,  all  bookkeeping, 
payment  posting,  billing  and  statistical  report  compila- 
tion is  done  manually.  Overall,  this  decentralized  system 
requires  an  inordinate  amount  of  time  and  personnel.  In 
addition,  there  is  a significant  lack  of  uniformity  in  collec- 
tion efforts  and  revenue  remittance. 

Proposed  Approach:  The  revenue  function  should  be 
transferred  to  the  regional  office.  However,  a reduced 
revenue  staff  would  remain  at  the  institutional  level  to 
perform  the  resource  examiner  function,  ensure  adequate 
communication  and  provide  effective  patient  service.  All 
payments,  other  than  cash,  would  be  mailed  directly  to 
the  regional  office  for  posting  and  transmittal  to  the  De- 
partment of  Revenue.  An  EDP  system  should  be  installed 
to  handle  bookkeeping,  billing  and  report  requirements 
in  the  regional  offices.  A mini-computer  would  provide 
sufficient  capability  and  equipment  selection  should  be 
based  on  compatibility  with  central  computer  systems. 
Staff  reductions  will  provide  a net  annual  saving  of 
$932,000  over  current  expenditures. 

Implementation  Strategy:  Authorization  will  be  needed 
from  the  secretary.  Department  of  Public  Welfare.  Re- 


gional deputy  secretaries  should  then  select  personnel  for 
the  new  organizations.  A conversion  team  representing 
the  regional  revenue  function,  the  Bureau  of  Data  Pro- 
cessing and  the  Division  of  Institutional  Collections 
should  be  formed  to  set  standards  and  design  operational 
procedures.  A pilot  program  should  be  established  in  the 
central  region  within  90  days.  Subsequent  conversions 
should  require  only  60  days.  Overall  implementation 
would  encompass  a total  of  six  months. 

125.  Centralize  the  purchasing  functions  for  the 
Department  of  Public  Welfare  in  each  of  its 
four  regions. 

The  department  has  1 89  full-time  employees  assigned  to 
purchasing  activities.  Of  this  total,  56  are  purchasing 
agents  and  1 1 2 are  clerical  workers.  Although  the  overall 
work  load  is  not  sufficient  to  justify  this  staffing  level,  the 
fragmentation  of  purchasing  activities  among  various 
local  operations  appears  to  require  it. 

Proposed  Approach:  To  improve  the  quality  of  the  pur- 
chasing activity  and  reduce  costs,  these  functions  should 
be  centralized  in  each  of  the  four  regional  offices.  The 
staff  for  each  region  would  consist  of  five  to  six  purchas- 
ing agents  and  1 0 to  1 2 clerical  workers.  The  staff  reduc- 
tions — 50  clerks  and  25  purchasing  agents  — plus  an 
anticipated  15%  decrease  in  the  number  of  purchase 
orders  written  would  provide  an  annual  saving  of  about 
$ 1 -mi  1 1 ion. 

Implementation  Strategy:  The  department  secretary 
should  assign  an  implementation  team  of  two  people  to 
work  out  the  details  of  centralizing  one  regional  purchas- 
ing activity  at  a time. 

126.  Eliminate  the  building  construction  engineers 
in  the  regional  offices. 

There  are  five  engineers  employed  by  the  regional  offices 
to  render  assistance  to  state  institutions  on  construction  or 
maintenance  projects  with  costs  of  less  than  $12,000. 
However,  most  of  the  institutions  have  competent  in- 
house  engineers  or  use  expertise  from  the  Construction 
and  Maintenance  Division  in  Harrisburg. 

Proposed  Approach:  Since  adequate  assistance  is  avail- 
able elsewhere,  these  positions  should  be  eliminated. 
Abolishing  them  would  provide  an  annual  saving  of 
$11  0,000. 

Implementation  Strategy:  The  deputy  secretary,  Man- 
agement Services  — with  concurrence  from  the  secretary 
— should  authorize  the  elimination  of  these  positions.  At 
the  same  time,  responsibilities  of  institutional  mainte- 
nance engineers  should  be  clarified.  This  activity  should 
emphasize  the  relationship  with  the  department's  Divi- 
sion of  Construction  and  Maintenance. 
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127.  Improve  administration  of  the  job/position 
classification  system  in  the  Department  of  Pub- 
lic Welfare. 

Over  the  years,  the  department's  management 
techniques  and  responsibilities  have  changed  signifi- 
cantly. Administrative  duties  which  were  once  concen- 
trated in  the  central  office  have  been  reassigned  to  re- 
gional operations.  However,  nothing  has  been  done  to 
update  the  job/position  classification  system.  Present  ti- 
tles do  not  reflect  actual  responsibilities,  job  descriptions 
do  not  provide  adequate  detail  in  regard  to  experience, 
education  and  skill  requirements.  Pay  ranges  for  certain 
positions  are  insufficient  to  attract  and  retain  qualified 
personnel  while  others  are  overgenerous.  Reporting  rela- 
tionships do  not  provide  effective  management  control. 
The  problem  appears  to  have  three  major  components: 

• The  present  classification  system  does  not  encom- 
pass all  of  the  present  activities  and  requirements  of 
the  department. 

• The  inadequacies  of  the  system  generate  an  exces- 
sive amount  of  personnel  grievance  activity. 

• The  existing  mechanism  for  changing  classifications 
requires  from  three  months  to  five  years,  adding  to 
the  strain  and  frustration. 

Proposed  Approach:  To  remedy  this  situation,  it  will  be 
necessary  to  review,  update  and  revise  the  current  clas- 
sification system.  In  doing  this,  existing  studies,  surveys 
and  projects  relating  to  the  system  should  be  identified, 
coordinated  and  implemented.  There  should  be  a central 
coordinating  unit  to  direct  these  activities  and  appropri- 
ate union  representatives  should  be  notified  of  impending 
actions.  Management  prerogatives  and  responsibilities 
must  be  clearly  defined  and  proper  controls  developed  in 
regard  to  salaries  and  manpower  requirements.  Signifi- 
cant benefits  should  be  achieved  in  terms  of  improved 
effectiveness.  These  would  include: 

• Adjustments  of  current  job  inequities. 

• Reduction  in  the  number  of  grievance  filings. 

• Improved  employee  morale  and  performance. 

• More  effective  control  of  salaries,  financial  projec- 
tions and  staffing  levels. 

• Proper  assignment  of  organizational  responsibilities 
and  streamlined  decision-making  procedures. 

Implementation  Strategy:  Final  approval  will  be  needed 
from  the  Bureau  of  Personnel  in  the  Office  of  Administra- 
tion. However,  department  activities  should  be  assigned 
to  the  director  of  the  Bureau  of  Manpower  Planning  and 
Development.  This  bureau  should  gather  information 
from  the  regional  offices  to  develop  and  implement  the 


program  within  six  months.  Once  established,  classifica- 
tions should  be  updated  on  a continuing  basis.  The  rec- 
ommendation to  do  this  on  a statewide  basis,  as  outlined 
in  the  report  on  the  Civil  Service  Commission,  will  take 
longer  to  implement. 

128.  Advance  funds  to  counties  for  welfare  pro- 
grams on  a monthly  rather  than  quarterly  basis. 

Advance  payments  are  made  by  the  state  to  help  finance 
county  welfare  programs.  The  fiscal  1976  budget  for 
these  activities  is  approximately  $ 1 1 9-million,  with 
$29. 75-million  disbursed  in  advance  each  quarter.  For 
the  most  part,  these  funds  will  be  held  in  checking  ac- 
counts until  they  can  be  used.  This  represents  a loss  of 
potential  interest  to  the  state. 

Proposed  Approach:  Governing  legislation  should  be 
amended  to  permit  monthly  rather  than  quarterly  dis- 
bursements to  the  counties.  Since  these  payments  would 
be  in  accordance  with  budgeted  needs,  seasonal  factors 
could  be  taken  into  consideration  in  setting  the  size  of  the 
payment.  The  primary  benefit  would  be  the  increase  in 
investable  income  at  the  state  level.  At  a 6%  rate,  the 
annual  income  to  be  realized  would  total  $595,000. 

Implementation  Strategy:  The  department  secretary 
should  have  an  appropriate  amendment  prepared  to  re- 
vise existing  legislation.  Individual  counties  would  be 
required  to  submit  monthly  expenditure  estimates  to  the 
Bureau  of  Fiscal  Management.  Implementation  should  be 
complete  by  fiscal  1977. 

1 29.  Utilize  a fee-for-service  reimbursement  system 
exclusively  for  social  care  providers. 

The  state  contracts  with  private  sources  for  clay  care  cen- 
ters, homemaker  services,  nursing  homes,  mental  health 
facilities  and  other  types  of  social  and  welfare  services.  In 
general,  reimbursements  are  based  on  a program  contract 
amount,  a per  diem  ceiling  or  actual  operating  costs.  The 
result  is  that  unit  costs  for  the  same  service  vary  greatly 
among  providers.  Also,  the  cost  and  quality  of  service  are 
not  necessarily  compatible. 

Proposed  Approach:  The  majority  of  contracted  services 
can  be  grouped  so  that  types  and  levels  of  required  ser- 
vices can  be  defined.  Given  the  necessary  parameters, 
reimbursements  can  be  established  on  a unit  of  service 
basis  — visits,  patient  days  and  so  on.  In  effect,  providers 
would  then  be  paid  a flat  amount  for  each  unit  of  service 
provided.  Standards  could  be  established  and  maintained 
for  each  service  by  the  state's  licensing  and  inspection 
personnel.  Implementation  would  require  annual  report- 
ing of  actual  costs  and  unit  of  service  data  from  all  con- 
tractors. In  the  day  care  program  alone,  potential  savings 
would  amountto  $1 . 3-million  in  state  and  $6. 7-million  in 
federal  funds.  This  projection  is  based  on  a 50%  differ- 


ence  which  exists  between  high  and  median  contracted 
costs  with  the  difference  considered  as  excess  expense. 
Similar  benefits  should  be  attainable  in  other  program 
areas. 

Implementation  Strategy:  Development  of  required  data 
and  implementation  of  the  proposal  should  be  a respon- 
sibility of  the  deputy  secretary,  Management  Services. 

1 30.  Develop  procedures  to  prevent  loss  of  income 
due  to  inappropriate  implementation  of  a fed- 
eral court  decision. 

A 1974  federal  court  decision  — Vecchione  v. 
Wohlgemuth  — declared  that  Section  424  of  the  Mental 
Health  and  Mental  Retardation  Act  of  1 966  is  unconstitu- 
tional. Section  501  of  the  same  act  was  also  declared 
unconstitutional  when  applied  in  conjunction  with  Sec- 
tion 424.  These  two  statutes  cover  funds  of  persons  admit- 
ted or  committed  to  state  operated  facilities  and  the  finan- 
cial liability  of  mentally  disturbed  persons.  Subsequently, 
the  court  ordered  the  Department  of  Public  Welfare  to 
issue  certain  regulations  concerning  collection  of  funds 
payable  to  patients  or  residents.  In  effect,  the  new  regula- 
tions prevent  institutional  revenue  agents  from  establish- 
ing new  accounts  or  managing  current  accounts  in  ac- 
cordance with  Section  424.  They  also  prevent  the  agents 
from  deducting  institutional  maintenance  costs,  as  pro- 
vided under  Section  501 , from  patient  income  deposited 
in  these  accounts.  Several  problems  have  resulted: 

• Patient/resident  funds  and  property  must  be  returned 
directly  to  them,  pending  competency  hearings  and, 
where  required,  court  appointments  of  legal  guar- 
dians. Court  directed  refunds  of  monies  collected 
from  patients  as  maintenance  costs  since  July  1974 
could  amount  to  as  much  as  $8. 5-million,  according 
to  some  estimates. 

• The  current  buildup  of  patient  funds  and  assets  could 
possibly  render  many  ineligible  for  medical  assis- 
tance payments.  This  could  result  in  a potential  loss 
of  at  least  $1 6-million  annually  in  federal  payments 
to  institutions. 

Proposed  Approach:  The  Office  of  Legal  Counsel  in  the 
Department  of  Public  Welfare  has  established  a tentative 
legal  position  suggesting  that  accumulated  patient  funds 
do  not  constitute  an  available  resource  pending  appoint- 
ment of  a guardian.  This  is  because  they  are  subject  to 
appropriate  charges  and,  therefore,  should  be  encum- 
bered pending  such  appointments. 

To  prevent  the  loss  of  medical  assistance  payments,  the 
department  should  implement  procedures  to  handle 
funds  and  accounts  for  patients  in  a way  which  will 
ensure  continued  eligibility.  Such  regulations  should  be 
consistent  with  the  tentative  legal  position  already  estab- 


lished. Further,  the  department  should  develop  a more 
expeditious  method  of  securing  guardian  appointments. 

An  effective  means  of  retaining  medical  assistance  eligi- 
bility would  assure  retention  of  at  least  $1 6-million  in 
annual  income  by  the  state.  Since  the  economic  benefits 
to  the  state  being  cited  are  potential  in  nature,  no  savings 
are  claimed  for  this  recommendation. 

Implementation  Strategy:  The  Office  of  Legal  Counsel 
and  the  attorney  general  should  prepare  a definitive 
statement  of  the  state's  legal  position  to  present  before  the 
federal  court.  The  department  should  establish  appropri- 
ate procedures  based  on  this  position  and  steps  should  be 
taken  to  use  court-appointed  masters  to  expedite  compe- 
tency hearings.  An  approach  to  use  accredited  financial 
institutions  as  guardians  should  also  be  developed. 

131.  Amend  governing  legislation  to  reinstate  ap- 
propriate financial  liability  for  relatives  of 
MH/MR  patients  over  age  18. 

Public  Act  249  was  recently  enacted.  Its  purpose  was  to 
provide  some  relief  for  financially  liable  relativesof  men- 
tally retarded  residents  committed  to  long-term  institu- 
tional or  community  treatment.  Unfortunately,  the  intent 
was  expanded  to  cover  all  legally  responsible  relatives  of 
MH/MR  patients  over  age  18  and  may  even  be  used  by 
insurance  companies  to  avoid  third  party  liability. 

The  result  has  been  a 25%  to  30%  loss  in  revenue  for  both 
state  and  county  treatment  programs.  This  may  amount  to 
a revenue  reduction  of  between  $1 1 - to  $1 2-million  for 
fiscal  1 975.  If  commercial  carriers  disclaim  their  liability, 
the  losses  will  increase  sharply. 

Proposed  Approach:  Legislative  action  should  be  taken  to 
reinstate  appropriate  financial  liability  for  relatives  of 
MH/MR  patients  over  age  18.  The  liability  should  be 
based  on  the  previous  "ability-to-pay”  concept  and  relief 
granted  to  parents  of  long-term  institutional  patients.  Two 
such  bills  are  now  before  the  General  Assembly  and 
affirmative  action  should  be  taken  on  one  or  the  other. 
Implementation  would  increase  state  income  by  a 
minimum  of  $ 5 - m i 1 1 i o n annually. 

Implementation  Strategy:  The  Legal  Counsel,  the  De- 
partment of  Public  Welfare  and  the  Governor's  Office 
should  take  immediate  action  to  ensure  that  one  of  the 
pending  bills  is  enacted  immediately.  At  the  same  time, 
the  Legal  Counsel  and  the  Department  of  Public  Welfare 
should  prepare  additional  legislation  or  changes  in  de- 
partment regulations  which  will  identify  the  legal  liability 
of  relatives  not  covered  by  the  bills  based  on  the  ability- 
to-pay  concept.  Recommendations  resulting  from  this 
activity  should  be  forwarded  to  the  Governor's  Office  and 
the  General  Assembly  for  implementation. 
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132.  Establish  a management  advisory  board  for 
SPIASU. 

The  Southeast  Pennsylvania  Institutional  Area  Service 
Unit  (SPIASU)  was  formed  to  provide  support  services  to 
various  institutions  in  the  southeastern  region.  At  present, 
some  236  employees  supply  dietary,  laundry,  mainte- 
nance, automotive,  groundskeeping  and  security  services 
to  participating  facilities.  However,  the  lack  of  available 
resources  to  meet  all  needs  promptly,  questionable  ser- 
vice charges  and  insufficient  communications  between 
SPIASU  and  individual  institutions  have  caused  many 
problems. 

Proposed  Approach:  In  order  to  increase  the  effectiveness 
of  this  service  concept,  a management  advisory  board 
should  be  formed  for  SPIASU.  Members  would  consist  of 
the  head  of  SPIASU,  the  institutional  business  managers 
and  the  regional  deputy  secretary.  Meetings  would  be 
held  monthly.  This  should  resolve  the  communications 
problem  and  would  keep  SPIASU  informed  of  institu- 
tional needs  and  complaints.  No  savings  are  claimed, 
although  operating  effectiveness  should  be  improved. 

Implementation  Strategy:  The  regional  deputy  secretary 
should  authorize  formation  of  the  board  and  ensure  that 
meetings  are  held  monthly.  He,  or  a designee,  should 
attend  meetings  to  provide  necessary  direction. 

1 33.  Centralize  SPIASU's  reporting  and  billing  func- 
tions in  Harrisburg. 

The  responsibility  for  allocating  and  reporting  SPIASU 
operating  costs  to  Harrisburg  and  the  facilities  it  serves  is 
fragmented  and  results  in  ineffective  control  over  the 
process.  The  comptroller  is  responsible  for  accounting 
and  auditing  activities  at  the  unit  level  while  the  depart- 
ment's Office  of  Fiscal  Management  computes  bills  for 
the  facilities  served.  Under  this  system,  the  facilities  do 
not  receive  itemized  invoices  showing  cost  distributions 
for  services  rendered.  This  means  they  have  no  way  of 
identifying  charges  for  specific  services. 

Proposed  Approach:  Reporting,  allocation  and  billing 
functions  for  SPIASU  should  be  centralized  in  the  comp- 
troller's office  in  Harrisburg.  The  statistical  data  required 
to  carry  out  these  functions  should  be  supplied  from  the 
field  on  a monthly  basis.  Itemized  invoices  should  be  sent 
to  the  facilities  served  with  an  identification  of  overhead 
expenses  included  in  the  individual  charges.  This  will 
enhance  SPIASU  cost  control  activities  and  will  enable 
the  institutions  served  to  make  accurate  comparisons  of 
service  costs.  In  no  case  should  the  cost  charged  by 
SPIASU  be  greater  than  the  competitive  commercial  cost 
for  providing  the  service. 

Implementation  Strategy:  Arrangements  should  be  made 
to  report  all  SPIASU  costs  to  the  comptroller's  office.  The 


office  would  allocate  costs  to  the  facilities  served  and 
provide  itemized  invoices.  It  would  also  perform  periodic 
audits  to  determine  competitive  costs  as  well  as  the  accu- 
racy of  data  supplied  by  SPIASU. 

134.  Expand  the  concept  of  joint  utilization  of  in- 
stitutional support  services  statewide. 

Implementing  an  efficient  means  to  provide  various  sup- 
port services  for  geographically  clustered  state  institu- 
tions has  been  a long-term  project  for  the  Commonwealth 
of  Pennsylvania.  The  SPIASU  project,  although  not  with- 
out problems,  appears  to  be  a viable  means  of  ac- 
complishing this  objective. 

Proposed  Approach:  The  benefits  of  the  joint  services 
concept  should  be  expanded  on  a statewide  basis.  This 
would  be  done  by  establishing  similar  units  in  department 
regions  under  the  direction  of  the  deputy  secretary,  Man- 
agement Services.  The  units  would  report  their  financial 
information  to  the  comptroller  in  order  to  gain  the  advan- 
tages of  centralized  billing.  Priority  setting  and  problem 
solving  in  regard  to  services  rendered  would  be  handled 
at  the  district  level.  This  would  be  done  through  periodic 
meetings  between  unit  personnel  and  business  managers 
of  the  facilities  served. 

Results  would  be  reported  to  regional  authorities  in  order 
to  provide  an  overall  picture  of  the  service  unit  concept 
and  to  identify  common  problems.  Service  unit  charges 
would  be  competitive  with  those  of  private  sector  ven- 
dors. If  a unit  is  not  cost  efficient,  it  should  be  disbanded. 
Implementation  of  this  recommendation  would  provide 
several  benefits  as  follows: 

• SPIASU  is  able  to  offer  support  services  with  approx- 
imately 130  fewer  employees  than  would  be  re- 
quired to  staff  individual  institution  activities.  On  a 
statewide  basis,  the  proposed  service  unit  expansion 
would  provide  an  annual  labor  saving  of  $3.2- 
million  in  state  and  $1. 1-million  in  federal  funds. 

• Consolidation  of  support  services  can  also  provide  a 
one-time  saving  of  $3. 2-million  in  state  and  $1.1- 
million  in  federal  funds  by  reducing  equipment  and 
facility  construction  costs. 

• Centralized  authority  will  ensure  more  rapid  identifi- 
cation of  significant  support  service  problems  while 
proposed  financial  controls  will  provide  statewide 
comparison  data  to  determine  the  overall  efficiency 
of  the  units. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  establish  a task  force  to  supervise 
statewide  expansion  of  the  service  unit  concept.  It  would 
be  this  group's  responsibility  to  identify  the  institutions 
which  would  make  most  effective  use  of  joint  services. 


47 


135.  Establish  a central  index  and  library  function 
covering  all  research  reports,  studies  and  sur- 
veys pertaining  to  human  social  services  deliv- 
ery and  administration. 

Throughout  the  Department  of  Public  Welfare,  surveys 
and  studies  are  conducted  to  identify  and  evaluate  factors 
which  influence  the  effectiveness  of  a program  or  ad- 
ministrative unit.  Other  types  of  specialized  research  are 
done  under  various  federal  grants.  However,  there  is  no 
central  source  to  provide  results  of  previous  studies  to 
department  personnel.  More  importantly,  there  is  no  sys- 
tem to  coordinate  present  and  proposed  research  efforts 
into  a long-range  plan  which  will  eliminate  duplicate  or 
redundant  activities.  In  addition,  no  procedures  exist  for 
providing  abstracts  of  current  studies  although  such  data 
can  be  a valuable  tool  in  determining  a project's  applica- 
bility in  another  area. 

Proposed  Approach:  The  department  should  establish  a 
central  index  and  library  containing  all  research  findings 
and  studies  clone  internally  or  with  contracted  consulting 
firms.  The  facility  should  include  copies  of  completed 
projects  along  with  a brief  abstract  indicating  the  factors 
studied,  methodology,  results  and  interpretations. 
Abstracts  should  be  provided  for  all  projects,  whether 
internal  or  contracted.  A separate  index  should  be  main- 
tained on  all  present  and  proposed  studies.  It  should  be 
reviewed  by  department  heads  to  provide  coordinated 
research  efforts.  The  library  should  also  be  responsible  for 
collecting  and  disseminating  information  developed  by 
sources  outside  of  the  department. 

The  establishment  of  a central  index  and  library  would 
offer  several  benefits: 

• Avoid  unnecessary  or  duplicative  research. 

• Provide  a valuable  source  of  information. 

• Stimulate  data  sharing  among  department  units. 

• Enable  department  personnel  to  coordinate  research 
and  study  efforts. 

• Increase  problem-solving  capabilities  and  shorten 
research  time  within  the  department. 

• Reduce  competition  for  federal  funding  of  research 
projects  among  the  administrative  units. 

• Increase  efficiency  and  effectiveness  sufficiently  to 
offset  minimal  personnel  and  duplicating  costs  re- 
quired for  implementation. 

This  proposal  is  in  accordance  with  a general  recom- 
mendation made  in  the  Human  Resources  section. 

Implementation  Strategy:  The  department  secretary 
should  assign  responsibility  for  this  program.  Once  estab- 


lished, the  library  would  be  responsible  for  providing 
each  program  secretary  with  a list  and  abstract  of  all 
information  and  studies  received. 

INCOME  MAINTENANCE 

The  Office  of  Income  Maintenance  in  the  Department  of 
Public  Welfare  establishes  policy,  evaluates  activities  and 
collects  reimbursements  for  various  public  assistance 
programs  such  as  aid  for  families  with  dependent  chil- 
dren, supplemental  security  income,  medical  assistance, 
general  assistance  and  food  stamps.  The  office  is  or- 
ganized into  the  following  bureaus:  Systems  Develop- 
ment, Policy,  Field  Review,  Claim  Settlement  and  Federal 
Conversion.  Some  200  people  are  involved  in  establish- 
ing policies  and  monitoring  client  eligibility  and  payment 
amounts.  Another  300  employees  collect  reimburse- 
ments or  restitution  due  the  state.  The  fiscal  1 975  budget 
included  almost  $1 . 2-billion  for  cash  and  medical  assis- 
tance programs  with  an  additional  $1 60-million  allo- 
cated to  county  administration  activities. 

RECOMMENDATIONS 

1 36.  Make  the  County  Boards  of  Assistance  advisory 
rather  than  administrative  bodies. 

These  boards  are  appointed  by  the  Governor  and  con- 
firmed by  the  Senate.  Under  current  legislative  provi- 
sions, they  share  personnel  and  administrative  respon- 
sibilities for  county  public  assistance  offices  with  the 
Department  of  Public  Welfare.  This  separation  of  ad- 
ministrative responsibility  hampers  effective  implementa- 
tion of  department  policies  and  programs.  Fegislation  was 
introduced  proposing  that  the  boards  be  made  advisory, 
but  no  action  was  taken. 

Proposed  Approach:  The  Department  of  Public  Welfare 
should  be  given  direct  responsibility  for  all  policy  and 
personnel  matters.  The  present  boards  — to  be  known  as 
County  Advisory  Boards  of  Assistance  — should  be  man- 
dated to  advise  the  department  on  rules,  programs,  over- 
all policies  and  the  like.  They  should  also  review  matters 
pertaining  to  the  welfare  of  public  assistance  recipients 
and  should  act  as  liaison  between  local  offices  and  the 
community.  The  boards  should  also  have  the  authority  to 
appoint  various  committees  to  provide  support  and  assis- 
tance to  these  offices. 

This  change  will  minimize  patronage  hiring  in  the  coun- 
ties and  facilitate  structural  revisions  proposed  elsewhere 
for  board  offices. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  initiate  a reintroduction  of  the  bill 
to  change  board  responsibilities.  Fegislative  action 
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should  then  be  taken  to  make  the  county  boards  advisory 
in  nature. 

137.  Consolidate  County  Boards  of  Assistance 
wherever  possible. 

Public  assistance  programs  in  the  Department  of  Public 
Welfare  are  administered  through  the  central  office,  four 
regional  operations  and  67  County  Boards  of  Assistance. 
The  boards  determine  eligibility  and  provide  casework 
services  for  public  assistance  recipients.  They  currently 
operate  through  96  county  assistance  offices  which 
employ  9,970  people.  Changing  patterns  of  economic 
development  and  alterations  in  the  physical  location  of 
recipient  populations  have  resulted  in  inefficient  distribu- 
tion of  these  operations.  This  is  highlighted  by  the  varia- 
tions in  staff  levels,  caseloads  and  recipient  characteris- 
tics served  by  each  county  assistance  office. 

Proposed  Approach:  The  concept  of  County  Boards  of 
Assistance  should  be  gradually  phased  out.  Public  assis- 
tance offices  should  replace  existing  county  facilities. 
Optimum  staff  levels  should  be  determined  and  locations 
chosen  to  minimize  the  transportation  and  communica- 
tion required  by  the  recipient  population.  The  department 
would  have  to  identify  the  various  assistance  categories 
and  physical  distributions  of  recipients  in  orderto  provide 
required  services  at  peak  efficiency.  Alternatives  could 
then  be  evaluated  on  a cost-benefit  basis,  taking  into 
consideration  other  social  service  variables.  As  an  initial 
step,  county  boards  should  be  merged  wherever  possible 
based  on  existing  caseload  levels.  It  is  anticipated  that  a 
joint  program  with  the  community  mental  health  delivery 
system  would  reduce  the  numberof  boards  from  67  to  41 . 
In  addition  to  providing  optimum  service  levels  and 
economies  of  scale,  use  of  public  assistance  offices  would 
reduce  administrative  layers  in  the  present  board  ap- 
proach and  permit  future  changes  in  location  as  industrial 
and  economic  patterns  change.  Consolidation  of  the 
boards  as  recommended  should  produce  a saving  of  3% 
in  current  expenditures  or  $2. 6-million  in  state  and  $2- 
million  in  federal  funds. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  prepare  enabling  legislation  to 
design  and  install  a system  of  public  assistance  offices 
under  direct  control  of  the  department.  Board  duties 
should  be  amended  to  make  them  advisory  rather  than 
administrative  bodies,  as  recommended  elsewhere. 

1 38.  Eliminate  excess  staff  in  county  board  offices. 

In  an  effort  to  correct  the  unbalanced  distribution  of  pub- 
lic assistance  workers  throughout  the  state,  the  Depart- 
ment of  Public  Welfare  assumed  responsibility  for  allocat- 
ing personnel  working  for  County  Boards  of  Assistance.  It 
devised  a personnel  matrix  for  income  maintenance 


workers  for  each  county  based  on  caseloads.  A total 
authorized  complement  of  personnel  for  each  county  was 
also  prepared.  This  was  done  within  the  confines  of  a 
budgeted  ceiling  for  county  board  personnel.  A recent 
review  of  the  authorized  complement  versus  actual  man- 
ning levels  reveals  significant  inequities  still  exist.  The 
department  recently  received  an  authorization  increase 
of  1 28  income  maintenance  positions  for  certain  under- 
manned counties.  However,  210  excess  personnel  — 
mainly  in  other  job  classifications  — remain  on  the 
payroll  in  other  counties.  In  effect,  hiring  is  being  carried 
out  in  counties  that  need  people,  but  no  effort  is  being 
made  to  reduce  personnel  levels  in  overstaffed  areas. 
Since  many  counties  are  still  undermanned  in  relation  to 
their  calculated  requirements,  they  are  being  penalized 
by  virtue  of  the  authorized  ceiling. 

Proposed  Approach:  The  department  should  begin  reduc- 
ing excess  personnel  in  counties  which  do  not  conform  to 
the  parameters  of  the  matrix.  It  can  either  transfer  these 
people  to  undermanned  areas  or  discharge  them.  Im- 
plementation will  provide  an  annual  saving  of  $2.2- 
million,  based  on  an  average  salary  of  $8,500  plus  bene- 
fits for  210  employees. 

Implementation  Strategy:  The  department's  secretary 
should: 

• Offer  excess  personnel  the  option  of  being  transfer- 
red to  undermanned  offices,  reclassification  to  an 
available  position,  if  appropriate,  or  termination. 

• Hire  new  employees  with  the  understanding  that 
relocation  may  be  necessary  to  retain  their  position. 

• Hold  new  authorizations  in  abeyance  until  redis- 
tribution and  proposed  manning  studies  have  been 
completed. 

• Transfer  responsibility  for  making  appropriate  trans- 
fers to  the  regional  commissioners  once  current  in- 
equities have  been  eliminated.  However,  the  de- 
partment should  continue  to  monitor  overall  staffing 
patterns. 

139.  Rewrite  the  public  assistance  manual  into  a 
simpler,  more  usable  format. 

The  manual  is  a complex  collection  of  department  regula- 
tions, policies,  procedures  and  memoranda  encompas- 
sing 1 1 loose  leaf  binders.  As  many  as  40  revisions  may  be 
issued  monthly.  In  its  present  format,  the  manual  is  vol- 
uminous, disjointed  and  difficult  to  use.  This  makes  it 
difficult  for  employees  to  locate  needed  information  and 
causes  errors  in  determining  recipient  eligibility. 

Proposed  Approach:  The  manual  should  be  reissued  in  a 
more  logical  format.  The  simplest  method  would  be  to 
divide  information  into  a policy/regulations  binder  with  a 
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separate  book  for  procedures.  Revisions  should  be  issued 
in  the  form  of  page  replacements  or  numbered  appen- 
dices to  specific  sections.  A comprehensive  index  and 
tabs  should  be  incorporated  into  the  manual  to  provide 
easy  reference  access.  Users,  other  than  government  em- 
ployees, would  be  required  to  purchase  the  book  and  pay 
an  annual  fee  to  receive  revisions.  The  anticipated  in- 
crease in  efficiency  should  permit  a personnel  reduction 
of  one  position  in  each  of  the  96  public  assistance  offices. 
The  estimated  annual  savings  would  amount  to  $780,000 
in  state  and  $520,000  in  federal  funds.  The  one-time  cost 
of  implementation  would  be  $140,000. 

Implementation  Strategy:  A task  force  of  three  people 
should  be  appointed  by  the  secretary,  Department  of 
Public  Welfare,  to  work  with  a team  of  technical  writers  to 
revise  the  manual.  The  project  could  also  be  contracted  to 
an  outside  firm.  Implementation  should  be  accomplished 
within  a year. 

1 40.  Install  an  EDP  system  for  public  assistance  with 
terminals  in  county  board  of  assistance  offices. 

There  are  some  275,000  public  assistance  cases  covering 
approximately  800,000  individuals  in  Pennsylvania. 
These  recipients  are  served  by  96  offices  in  67  counties. 
Although  the  Department  of  Public  Welfare  has  a compu- 
ter bank  of  data  files  on  public  assistance  cases,  the 
county  board  offices  have  no  means  of  access  to  the 
information.  As  a result,  duplicate  files  must  be  manually 
maintained  in  each  county  and  there  is  no  effective 
means  to  exchange  information  between  counties  to  help 
prevent  individuals  from  receiving  assistance  in  more 
than  one  county. 

Proposed  Approach:  The  secretary,  Department  of  Public 
Welfare,  has  established  a task  force  of  10  people  to 
suggest  improvements  in  county  board  office  operations. 
Computerization  of  files  and  remote  access  to  data  is  one 
of  the  major  objectives.  The  most  effective  means  of 
accomplishing  this  goal  would  be  to  establish  a cen- 
tralized data  file  on  all  public  assistance  recipients  in  the 
Departmentof  Public  Welfare.  Terminals  should  be  instal- 
led in  the  individual  offices  to  permit  them  to  enter  infor- 
mation into  the  files  and  retrieve  data  as  needed.  Im- 
plementation would  provide: 

• Improved  verification  to  reduce  duplicate  applica- 
tions for  assistance. 

• Fast  and  accurate  determination  of  eligibility  and 
grant  amounts  for  most  clients. 

• More  timely  processing  of  information  and  checks, 
reducing  the  idle  emergency  funds  required. 

• Elimination  of  manual  filing  methods  and  a reduction 
in  the  clerical  work  load. 


• Increased  productivity  of  income  maintenance  and 
other  county  board  office  personnel. 

Implementation  should  permit  a clerical  staff  reduction  of 
150  positions  for  an  annual  saving  of  $732,000  in  state 
and  $570,000  in  federal  funds.  The  one-time  cost  would 
be  approximately  $140,000  in  state  and  $100,000  in 
federal  funds.  Annual  costs  are  estimated  at  $457,000  for 
the  state  and  $350,000  for  the  federal  government  The 
net  benefit  will  be  $275,000  state  and  $220,000  federal. 

Implementation  Strategy:  The  task  force  established  by 
the  secretary,  Department  of  Public  Welfare,  should  de- 
velop a pilot  program  of  centralized  files  and  remote 
terminal  access  in  one  county  within  a year.  The  system 
should  be  operational  in  approximately  half  of  the  county 
board  offices  within  two  years. 

141.  Issue  public  assistance  checks  on  a monthly 
rather  than  semimonthly  basis. 

Pennsylvania  is  one  of  only  four  states  in  the  country 
which  issues  public  assistance  checks  on  a semimonthly 
basis.  Under  this  procedure,  recipients  receive  checks  "in 
advance."  Those  mailed  on  the  first  of  the  month  cover 
the  subsequent  1 5-day  period.  If  a case  is  closed  during 
this  time,  the  state  sustains  a loss  for  whatever  portion  of 
the  1 5 days  remains. 

Proposed  Approach:  Checks  should  be  written  once  a 
month  on  a mid-period  basis  to  avoid  overpayments. 
Implementation  will  reduce  the  number  of  checks  written 
by  50%  and  provide  savings  in  the  purchase  of  supplies, 
processing  expenses,  mailing  costs  and  bank  service  ex- 
penditures. The  total  annual  saving,  including  anticipated 
reductions  in  overpayments,  would  amount  to  $2.31- 
million  in  federal  and  $3. 07-million  in  state  funds. 

Implementation  Strategy:  The  department  secretary 
should  authorize  a change  in  check  issuance  to  once  a 
month.  The  Bureau  of  Data  Processing  and  the  Treasury 
Cash  Assistance  Disbursements  Office  should  coordinate 
a new  payday  schedule  and  the  bureau  should  design  the 
software  required  for  implementation.  Directives  should 
be  provided  to  county  board  offices  regarding  the  new 
procedure.  Paydays  could  be  changed  to  mid-period  by 
delaying  the  checks  one  day  in  each  successive  period  for 
six  months.  The  decreased  work  load  would  make  it 
possible  to  increase  the  time  allotted  to  processing  medi- 
cal assistance  payments. 

142.  Expand  the  direct  delivery  system  for  public 
assistance  checks  in  Philadelphia,  Allegheny 
and  Bucks  Counties. 

To  reduce  the  number  of  lost  and  stolen  checks,  the 
department  delivers  them  to  participating  banks  in  vari- 
ous cities.  Recipients  go  to  these  banks  and,  after  present- 
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ing  identification,  are  issued  theirchecks.  Currently,  67% 
of  all  clients  in  Philadelphia,  Allegheny  and  Bucks  Coun- 
ties receive  checks  through  the  direct  delivery  system.  In 
fiscal  1 974,  the  number  of  lost  or  stolen  checks  for  which 
a duplicate  had  to  be  issued  was  reduced  70%  as  a result 
of  this  procedure.  Statewide  there  are  presently  87,000 
cases  not  on  the  direct  delivery  system  and  total  number 
of  duplicate  checks  approximate  2,700  per  month.  In 
these  three  counties  alone,  there  are  69,000  cases  not  on 
the  system  and  they  account  for  about  90%  of  the  dupli- 
cate checks. 

Proposed  Approach:  Direct  deliveries  should  be  im- 
plemented to  the  fullest  extent  possible  in  Philadelphia, 
Allegheny  and  Bucks  Counties.  Where  additional  banks 
cannot  be  recruited,  other  types  of  financial  institutions, 
county  assistance  offices  or  even  appointed  distribution 
agents  should  be  used.  The  annual  service  cost  is  esti- 
mated at  $393,000  in  state  and  $297,000  in  federal  funds. 
The  annual  saving  through  further  reduction  of  check 
losses  would  amount  to  $ 1 . 1 3-million  in  state  and 
$850,000  in  federal  funds.  The  net  annual  benefit  would 
be  $737,000  for  the  state  and  $553,000  for  the  federal 
government. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  authorize  expansion  of  the  sys- 
tem. The  program  would  be  the  responsibility  of  the 
commissioner,  Income  Maintenance.  Activities  should 
be  coordinated  with  the  T reasury  Department  and  legisla- 
tive action  taken,  if  necessary,  to  define  qualified  issuing 
agents. 

1 43.  Improve  space  layouts  for  county  board  offices 
to  increase  staff  efficiency. 

In  most  cases,  when  offices  for  the  County  Boards  of 
Assistance  were  established,  little  thought  was  given  to 
systematic  layout  planning.  As  work  volumes  and  staff 
levels  increase,  changes  are  made  based  on  available 
space  rather  than  efficient  workflow  patterns.  Situations 
can  develop  where  personnel  are  phsycially  separated 
from  theirfiles,  equipment  and  the  employees  with  whom 
they  interact.  Poor  office  layout  can  also  increase  space 
needs  unnecessarily. 

Proposed  Approach:  A systematic  planning  technique 
should  be  used  to  improve  workflow  and  provide  op- 
timum space  utilization  in  county  board  offices.  A 
method  which  is  used  in  industry  would  require  five  steps 
as  follows: 

• Chart  working  relationships  and  establish  personnel 
and  equipment  space  requirements. 

• Diagram  activity  flow. 

• Design  space  layouts. 


• Evaluate  alternative  methods. 

• Detail  the  selected  plan. 

Implementation  would  require  a one-time  expenditure  of 
$25,1  00  in  state  and  $1 8,1  00  in  federal  funds.  However, 
based  on  industry  results,  more  efficient  work  patterns 
should  produce  a 5%  increase  in  productivity.  Since 
about  25%  of  the  work  force  is  clerical,  such  an  increase 
in  only  half  of  the  96  existing  offices  would  provide  an 
annual  saving  of  $323,000  in  state  and  $244,000  in  fed- 
eral funds.  The  total  staff  complement  in  these  offices  is 
9,920  employees. 

Implementation  Strategy:  The  deputy  secretary,  Manage- 
ment Services,  should  coordinate  the  proposed  change 
with  the  regional  commissioners,  Income  Maintenance. 
A supervisor  from  one  of  the  county  board  offices  should 
be  appointed  as  the  project  manager  and  provided 
special  training  in  office  layout  techniques.  He  would 
then  survey  existing  offices  and  train  other  board  super- 
visors in  regard  to  space  utilization.  The  entire  program 
should  be  implemented  within  six  months. 

144.  Develop  comprehensive  medical  assistance 
audit  capabilities  to  prevent  abuses  and  ensure 
proper  administration. 

Only  5%  of  the  incoming  invoices  for  nonhospital  pro- 
viders of  medical  assistance  services  are  audited.  When 
fraud  or  abuse  is  suspected,  cases  are  referred  to  a field 
investigating  staff.  The  amount  of  restitution  to  the  state  is 
minimal  in  relation  to  the  cost  involved  in  securing  it  and 
the  projected  amount  of  abuse  which  exists.  It  is  conser- 
vatively estimated  that  the  state  may  be  suffering  a loss  of 
more  than  $10-million  annually. 

Proposed  Approach : By  computerizing  invoice  payments 
and  including  an  audit  capability,  100%  review  of  ques- 
tionable cases  will  be  provided.  This  would  be  a compo- 
nent of  the  federally  required  Medicaid  Management  In- 
formation System  (MMIS).  The  field  investigation  staff 
should  be  increased  to  a total  of  24  with  1 0 of  the  1 5 new 
employees  located  in  Philadelphia.  This  will  permit  more 
timely  processing  of  investigations.  An  independent  peer 
review  group  — the  Professional  Standards  Review  Or- 
ganization — should  act  asthecourt ofappealson  restitu- 
tion cases.  It  would  have  authority  to  render  final  deci- 
sions, keeping  caseloads  current  and  eliminating  court 
costs.  All  concluded  cases  should  be  publicized  so  pro- 
vider groups  will  be  aware  of  the  action  taken  by  the  state 
to  gain  restitution  and  punish  offenders.  The  increased 
investigation  staff  will  require  an  annual  expenditure  of 
$225,000.  However,  implementation  should  reduce  the 
incidence  of  fraud  and  abuse  by  at  least  50%  for  an 
annual  saving  of  $5-mi  I lion.  The  net  annual  saving  will  be 
approximately  $4. 8-million. 


Implementation  Strategy:  The  deputy  secretary,  Mental 
Health,  should  take  appropriate  steps  to  implement  this 
program  within  six  months.  The  Bureau  of  Medical  Assis- 
tance should  prepare  quarterly  progress  reports  on  its 
effectiveness. 

145.  Implement  a new  system  for  processing  medi- 
cal assistance  payments. 

The  present  system  uses  two  keypunch  service  bureaus, 
four  state  units  plus  a fiscal  intermediary  to  process  medi- 
cal assistance  invoices.  It  can  require  as  much  as  three 
months  before  a check  is  mailed  to  the  provider.  Further- 
more, it  does  not  lend  itself  to  the  development  of  utiliza- 
tion review  information  nor  does  it  provide  input  to  the 
MMIS  now  mandated  by  federal  guidelines.  The  MMIS 
plan  has  been  submitted  to  Washington  for  approval,  but 
implementation  will  require  about  two  years. 

Proposed  Approach:  Medical  assistance  checks  should 
be  processed  in  the  same  manner  as  cash  assistance 
payments.  The  department's  Medical  Assistance  Report- 
ing System  (MARS)  computer  system  shou  Id  be  converted 
as  an  interim  step  so  that  many  of  the  benefits  of  MMIS 
can  be  realized  within  six  months.  Provider  invoices 
would  be  sent  directly  to  the  Data  Control  Section  in  the 
Bureau  of  Data  Processing.  As  is  presently  done,  they 
would  be  sorted,  batched  and  sent  to  service  bureau 
contractors  for  data  reduction.  If  provider  invoices  could 
be  made  readable  by  optical  scanning  equipment,  this 
last  step  could  be  eliminated.  When  the  processed  data 
are  returned,  they  would  be  entered  into  the  computer 
and  checked  against  three  bases  — provider,  recipient 
and  dollar  amount  criteria  for  service.  The  computer  out- 
put would  be  a magnetic  tape  to  be  used  in  producing  the 
checks.  When  written,  the  checks  would  be  verified  and 
sent  to  the  Bureau  of  Public  Assistance  Disbursements  in 
the  Treasury  Department. 

There,  the  invoices  would  be  verified  and  the  checks 
audited,  signed  and  mailed.  Changing  public  assistance 
checks  to  a monthly  issuance  basis,  as  proposed  in 
another  recommendation,  will  enable  the  Treasury  De- 
partment to  accommodate  this  processing  with  no  addi- 
tional staff.  The  estimated  processing  time  from  receipt  of 
an  invoice  to  mailing  would  be  10  days.  As  checks  are 
processed  through  the  computer,  data  could  be  collected 
on  providers  and  clients  for  MMIS.  Benefits  from  im- 
plementation would  include  the  following: 

• Speed  up  payment  cycle.  This  system  will  shorten  the 
processing  time  from  approximately  three  months  to 
1 0 working  days. 

• Accomplish  necessary  federal  reporting.  The  regula- 
tions could  be  met  by  entering  the  category  of  assis- 
tance for  each  recipient  into  the  computer. 


• Provide  MMIS  information  within  six  months  instead 
of  two  years.  Output  information  on  providers  and 
recipients  could  be  compiled  in  a manner  to  fulfill  the 
needs  of  this  system  most  effectively. 

• Expand  utilization  review  data.  At  present,  utilization 
review  is  based  on  a 5 % random  sample  of  cases 
other  than  in-hospital  claims.  By  setting  parameters 
in  the  computer  at  desired  levels,  all  claims  which  fall 
outside  guidelines  could  be  investigated. 

• Result  in  an  annual  saving  of  $2. 37-million  as  fol- 
lows: eliminate  105  employees  in  the  Division  of 
Finance,  Department  of  Public  Welfare,  and  10  staff 
members  in  audit  and  accounting  areas,  reduce  ser- 
vice bureau  costs  if  optical  scanning  equipment  can 
be  used  for  invoices  and  completely  eliminate  fiscal 
intermediary  charges.  Of  the  total  saving,  SOS- 
million  would  be  state  and  $1 .02-million  federal. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  introduce  legislation  which 
would  put  medical  assistance  checks  in  the  same  prepara- 
tion category  as  unemployment  and  cash  assistance 
payments.  An  implementation  timetable  and  program 
should  be  negotiated  with  the  Treasury  Department  and 
the  existing  MARS  system  modified  as  required. 

1 46.  Determine  the  feasibility  of  contracting  with  a 
private  corporation  to  administer  the  Medicaid 
program. 

Administering  Medicaid  in  Pennsylvania  is  a large,  costly 
undertaking.  Since  fiscal  1966,  expenditures  have  in- 
creased annually  by  26%,  going  from  $65. 4-million  to 
$427-million  in  fiscal  1975.  Indirect  costs  to  administer 
the  program  have  also  grown  and  amounted  to  $4.3- 
million  in  fiscal  1 975.  Another  problem  is  the  inadequacy 
of  the  existing  data  processing  system  in  terms  of  meeting 
the  requirements  of  the  federal  Medicaid  Management 
Information  System  (MMIS). 

Proposed  Approach:  North  Carolina  and  Texas  have  both 
contracted  with  private  corporations  to  administer  their 
Medicaid  programs  in  total.  In  North  Carolina,  the  firm 
will  run  the  Medicaid  program  for  26  months  on  a fixed- 
cost  risk  basis.  Basically,  this  means  the  company  must 
pay  any  excess  costs,  but  will  retain  25%  of  the  money  it 
saves.  In  Texas,  a premium  rate  has  been  established 
between  the  state  and  the  contractor  with  charges  being 
reviewed  periodically  by  actuaries  of  both  parties.  As- 
suming a private  corporation  could  meet  its  contractual 
commitments,  the  following  benefits  would  be  realized 
by  the  state  if  some  type  of  similar  approach  were  used: 

• Predictable  costs  to  the  state  for  the  contract  period 
with  some  control  over  the  increasing  administrative 
expenses. 
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• A potential  saving  if  the  contractor's  system  is  effi- 
cient. This  could  be  used  to  improve  existing  fee 
schedules  or  utilized  in  other  areas.  Many  fees  have 
not  been  changed  since  1968.  Use  of  savings  to 
provide  more  realistic  rates  could  induce  greater  par- 
ticipation by  providers,  resulting  in  a more  effective 
program  without  additional  cost. 

Implementation  Strategy:  The  deputy  secretary,  Mental 
Health,  should  appoint  someone  in  the  Bureau  of  Medi- 
cal Assistance  to  review  and  evaluate  existing  programs 
in  other  states  which  use  private  contractors.  By  Sep- 
tember 1 976,  the  state  should  be  in  a position  to  evaluate 
whether  the  private  corporation  approach  is  superior  to 
the  proposed  redesign  of  its  own  medical  assistance  sys- 
tem which  should  then  be  well  under  way. 


STATE  MENTAL  HEALTH 
AND  MENTAL  RETARDATION 

INSTITUTIONS 

The  Department  of  Public  Welfare  operates  20  state  hos- 
pitals for  the  mentally  ill  and  1 1 schools  and  hospitals  for 
the  mentally  retarded.  The  Mental  Health/Mental  Retar- 
dation (MH/MR)  budget  for  fiscal  1 975  was  $405-million. 
Of  this  amount,  $287-million  was  state  funds.  During  the 
past  10  years,  institutional  populations  have  decreased 
from  about  48,000  to  26,000.  This  is  in  line  with  the  trend 
toward  deinstitutionalization  initiated  by  the  1 966  Men- 
tal Health/Mental  Retardation  Act.  It  authorized  estab- 
lishment of  a wide  range  of  services  for  the  mentally 
disabled  at  the  community  level.  Staff  levels,  however, 
have  increased  during  the  period  from  20,400  to  25,500. 

RECOMMENDATIONS 

147.  Develop  a comprehensive  MH/MR  plan  which 
specifies  facility  consolidations  within  the  ser- 
vice framework  mandated  by  the  MH/MR  Act. 

Under  the  MH/MR  Act  of  1 966,  the  state  is  committed  to 
developing  — in  cooperation  with  its  communities  — a 
mental  health  and  mental  retardation  care  system  which 
provides  a total  spectrum  of  services.  However,  there 
have  been  many  delays  in  the  actual  realization  of  this 
system.  A major  roadblock  has  been  the  disproportionate 
flow  of  human  and  dollar  resources  into  the  institutional 
component  of  available  service  facilities.  As  an  example, 
the  fiscal  1975  appropriation  provided  $403-million  for 
MH/MR  institutions  while  furnishing  only  $83-m  i I lion  for 
county-operated  programs  and  services. 


Proposed  Approach:  The  department  secretary  should 
assign  top  priority  to  the  development  of  a concise  plan  to 
specify  cost  effective  consolidation  and  utilization  of 
state-operated  institutions.  It  should  be  consistent  with 
the  framework  established  by  the  MH/MR  Act  of  1966 
and  contribute  to  the  state's  program  to  provide  a total 
spectrum  of  adequate  services  at  an  affordable  price.  The 
proposed  plan  should  include  the  following  objectives: 

• Consolidate  MH/MR  operations  with  the  best  physi- 
cal and  program  resources. 

• Achieve  full  utilization  of  necessary  institutions. 

• Phase  out  and  dispose  of  obsolete  and  marginal 
facilities  promptly. 

• Develop  a common  funding  stream  for  state  and 
community  programs  and  apply  a substantial  portion 
of  the  resources  saved  in  institutional  consolidations 
to  the  development  of  community  programs. 

• Budget  to  meet  long-range  program  objectives  based 
on  a total  project  life  cycle. 

• Develop  a program  to  facilitate  transfer  of  trained 
institutional  personnel  into  county  programs. 

• Establish  an  appropriate  statewide  balance  between 
the  geographic  distribution  of  persons  requiring  ser- 
vices and  the  programs,  facilities  and  services  avail- 
able to  meet  those  needs. 

A component  plan  should  be  developed  for  each  of  the 
department's  four  administrative  regions.  The  compo- 
nents should  define  all  the  necessary  decisions  to  be 
made  and  the  steps  to  be  taken  in  accomplishing  specific 
regional  objectives.  Major  benefits  will  be  realized  in 
terms  of  improved  care  and  treatment  for  those  individu- 
als who  require  MH/MR  services.  Development  of  alter- 
native types  and  levels  of  service  and  care  at  the  commu- 
nity level  should  substantially  reduce  the  requirements 
for  long-term  confinements  and,  as  a result,  could  lower 
the  institutional  population  dramatically.  Some  1 8 of  the 
recommendations  which  follow  represent  integral  parts 
of  the  proposed  comprehensive  program.  Specific  sav- 
ings have  been  included  with  the  individual  recom- 
mendations. The  overall  amount  is  estimated  at  more 
than  $30-million  annually  with  a one-time  benefit  of 
almost  $90-million. 

Implementation  Strategy:  The  successful  implementation 
of  a comprehensive  MH/MR  system  will  depend  on  the 
development  of  a master  plan.  It  must  clearly  define 
feasible  consolidations,  tasks  to  be  performed  and  sched- 
ules to  be  met.  Accurate  cost  estimates  and  budgets  must 
also  be  provided.  The  secretary,  Department  of  Public 
Welfare,  should  have  a master  plan  completed  within 
three  months. 


1 48.  Combine  the  annual  budget  appropriations  for 
all  of  the  institutional  and  community  MH/MR 
programs. 

The  state's  program  for  improving  the  care  of  the  mentally 
ill  and  mentally  retarded  has  not  moved  as  quickly  as 
desired.  There  needs  to  be  greater  emphasis  placed  on 
developing  community-level  facilities.  However,  state 
institutions  must  still  be  funded.  While  the  two  activities 
should  not  be  mutually  exclusive,  the  current  separation 
of  budgets  makes  it  difficult  to  increase  activity  in  one 
area  while  maintaining  adequate  funding  for  the  other.  A 
combination  of  appropriations  would  enhance  the  ability 
ofthe  Departmentof  Public  Welfare  to  distribute  financial 
assistance  in  a way  which  would  make  optimum  use  of 
available  MH/MR  programs. 

Proposed  Approach:  Budget  allocations  for  state  institu- 
tions and  community  services  should  be  combined  into  a 
common  funding  stream.  The  total  budget  would  be 
submitted  to  the  General  Assembly  for  approval.  A de- 
tailed backup  budget  would  be  provided  to  earmark 
funds  for  existing  community  services,  proposed  pro- 
grams and  prospective  eliminations  of  institutional 
facilities.  Implementation  will  require  overall  planning 
on  a regional  basis  to  provide  an  appropriate  balance 
between  institutionalized  patients  and  clients  in  commu- 
nity programs. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  would  provide  the  General  Assembly 
with  an  overall  MH/MR  budget.  This  should  be  aug- 
mented by  a detailed  plan  to  distribute  funds  in  a way 
which  will  encourage  development  of  additional  com- 
munity activities  and  phase  down  of  unnecessary  institu- 
tional activities. 

1 49.  Establish  a procedure  to  transfer  state  MH/MR 
employees  from  state  to  county  programs. 

Department  activities  are  geared  to  a gradual  increase  in 
community-level  mental  health  and  mental  retardation 
programs  accompanied  by  a phasing  down  and  consoli- 
dation of  state  institutional  operations.  There  would  be 
several  advantages  including  lower  administrative  costs, 
county  participation  in  funding  and  increased  program 
effectiveness.  However,  there  has  been  much  opposition 
by  state  employees  to  the  idea  of  moving  into  county- 
level  positions.  Although  great  resistance  has  come  from 
the  unions,  there  is  also  a good  deal  of  support  for  preser- 
vation of  state  jobs  from  legislators,  local  interests  and 
other  lobbies. 

Proposed  Approach:  In  order  to  expand  community  pro- 
grams in  a logical  fashion,  the  department  must  develop  a 
master  plan  which  will  include  procedures  for  moving 
state  employees  into  county-level  positions.  It  must  work 


with  appropriate  state  agencies,  such  as  the  Office  of 
Administration,  the  Civil  Service  Commission  and  others, 
to  develop  detailed  methodology  and  appropriate  regula- 
tions to  accomplish  this  objective.  The  principal  benefit 
will  be  the  improved  effectiveness  of  the  state's  MH/MR 
programs.  Of  course,  the  plan  must  be  sufficiently  flexible 
to  accommodate  varying  community  and  employee 
needs.  Retraining  will  be  necessary  at  the  county  level. 

Among  the  points  which  should  be  considered  in  de- 
veloping a transfer  program  are  the  following: 

• To  qualify  for  new  funds,  counties  could  be  required 
to  hire  experienced  state  institutional  employees  in 
preference  to  staff  from  other  sources. 

• To  ease  the  financial  burden  on  the  counties,  the  state 
could  subsidize  additional  employment  costs  on  a 
sliding  scale  for  a three-year  period.  Employees 
would  retain  the  right  to  transfer  back  to  available 
state  jobs  without  loss  of  seniority  or  other  rights  for 
these  three  years.  Program  savings  because  of  in- 
creased county  activities  could  be  used  to  fund  this 
activity. 

• To  assure  that  the  state  transfers  available  trained 
staff,  employees  added  to  its  payroll  once  the  pro- 
gram was  implemented  would  not  qualify  for  man- 
datory county  program  consideration. 

• To  encourage  transfers,  the  state  should  fund  county 
retraining  programs. 

Implementation  Strategy:  With  the  support  of  the  Gover- 
nor, the  secretary,  Department  of  Public  Welfare,  should 
develop  a master  plan  in  cooperation  with  appropriate 
state  agencies.  Having  established  a viable  methodology, 
the  department  should  actively  seek  cooperation  from  all 
parties  concerned.  Goals  should  be  established  and  im- 
plemented in  regard  to  the  number  of  people  to  be  trans- 
ferred on  a yearly  basis. 

150.  Eliminate  the  current  boundary  defining  of  re- 
gional and  catchment  areas  for  state  MH  MR 
institutions. 

The  Department  of  Public  Welfare  has  established  a 
complex  set  of  regional  boundaries  and  local  county 
catchment  areas  to  be  used  in  assigning  patients  to  state 
MH/MR  institutions.  These  arbitrary  restrictions  limit  the 
flexibility  of  admissions,  transfers  and  discharges  in  re- 
gard to  institutional  populations.  The  procedure  results  in 
an  additional  obstacle  to  the  rebalancing  and  consolida- 
tion of  institutional  services  on  a statewide  basis. 

Proposed  Approach:  In  order  to  increase  the  depart- 
ment's ability  to  phase  out  excess  MH/MR  facilities,  the 
artificial  boundaries  which  have  been  established  for 
placements  in  state  MH/MR  institutions  should  be  elimi- 
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nated.  This  approach  would  not  apply  to  regional  con- 
cepts employed  in  other  department  programs.  Im- 
plementation would  facilitate  adoption  of  the  depart- 
ment's comprehensive  plan  for  MH/MR  programs.  The 
plan  should  include  priorities  for  population  placements. 

Implementation  Strategy:  The  department  secretary 
should  take  immediate  executive  action  to  eliminate  or 
relax  current  regional  boundaries  and  catchment  areas 
for  MH/MR  institutions.  This  should  be  done  concurrently 
with  efforts  to  rebalance  facility  populations. 

151.  Fund  privately  owned  MR  interim-care 
facilities  as  a part  of  the  human  services  deliv- 
ery system. 

Private  interim-care  facilities  have  been  developed  as 
part  of  the  variety  of  residential  services  available  to  the 
mentally  retarded.  In  April  1970,  the  state  authorized  a 
flat  reimbursement  rate  of  $1 1 per  day  for  each  patient  in 
such  facilities.  This  is  inadequate,  but  additional  costs 
were  being  absorbed  at  the  county  level.  However,  the 
inability  of  the  counties  to  continue  their  support  has 
caused  them  to  remove  patients  from  these  facilities  and 
transfer  them  to  state-owned  institutions.  This  will  work 
against  the  state's  objective  to  improve  the  MR  care  pro- 
gram and  will  result  in  higher  costs  to  taxpayers. 

Proposed  Approach:  To  meet  current  costs  and  provide 
desirable  improvements,  estimates  are  that  a per  diem  of 
$18  to  $25  is  required  by  interim-care  facilities.  The 
present  rate  should  be  raised  to  an  appropriate  level  to  be 
determined  by  the  department  on  the  basis  of  a thorough 
evaluation.  Thus,  the  state  will  have  recognized  these 
facilities  as  a viable  option  in  the  human  services  delivery 
system.  The  annual  cost  is  projected  at  $5. 73-million  on 
the  basis  of  an  arbitrary  $21 .50  rate  assumed  for  calcula- 
tion purposes  only.  However,  based  on  per  diem  costs  of 
$49  for  institutional  residency,  the  potential  annual  future 
cost  avoidance  will  be  approximately  $1  2.8-million  by 
preventing  further  county  patient  transfers.  Since  this 
benefit  is  of  a potential  nature,  it  is  not  being  claimed  for 
this  recommendation.  The  increased  cost,  however,  is 
being  charged. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  submit  a proposal  to  the  Governor 
for  the  increase  in  interim-care  subsidies.  The  depart- 
ment's Bureau  of  Fiscal  Management  would  be  responsi- 
ble for  developing  data  in  regard  to  determining  an  ap- 
propriate rate.  Subsequent  rate  adjustments  should  be 
reflected  in  future  department  budgets. 

152.  Transfer  patients  and  staff  at  Somerset  State 
Flospital  to  other  institutions. 

Somerset  State  Hospital  has  a low  utilization  rate  and  is 
located  within  70  miles  of  four  other  institutions  which 


are  capable  of  abosrbing  both  patients  and  staff  under  a 
phase  down  plan. 

Proposed  Approach:  Patients  and  appropriate  staff  should 
be  transferred  to  Mayview,  Woodville,  Torrance  and  Hol- 
lidaysburg  State  Hospitals.  This  would  improve  overall 
utilization  and  provide  significant  savings  in  several 
areas.  The  phase-down  would  provide  an  annual  saving 
of  $1 .43-million  in  state  and  $ 1 . 1 2-million  in  federal 
funds.  There  would  be  a one-time  cost  avoidance  of 
$ 1 .75-million  by  eliminating  the  necessity  of  bringing 
Somerset  into  conformance  with  Life  Safety  Code  stan- 
dards. Security  and  land  maintenance  would  require  a 
yearly  expenditure  of  $1  00,000  while  the  transfer  would 
require  a one-time  cost  of  $492,000.  Therefore,  the  net 
annual  benefit  to  the  state  will  be  $1 .33-million.  An  ad- 
missions and  diagnostic  unit  would  be  retained  at  Somer- 
set until  alternate  facilities  could  be  provided  at  the 
community  level. 

Implementation  Strategy:  The  deputy  secretaries,  Mental 
Health  and  Mental  Retardation,  should  develop  and 
coordinate  a plan  to  phase-down  Somerset  State  Hospital 
and  disperse  its  patients  and  staff  to  appropriate  institu- 
tions. The  plan  should  be  completed  within  two  months 
and  implementation  should  commence  within  another 
four  months.  Implementation  responsibility  should  be 
assigned  to  the  deputy  secretary,  Central  Region. 

153.  Transfer  residents  and  staff  at  Laurelton  State 
School  and  Hospital  to  Selinsgrove. 

The  state  is  currently  operating  an  excessive  number  of 
MR  institutions.  The  facilities  at  Laurelton  were  designed 
for  ambulatory  residents  who  could,  for  the  most  part, 
care  for  themselves.  However,  the  current  resident  popu- 
lation is  of  the  type  which  requires  considerable  staff  care. 
The  15  small  and  physically  separated  living  units  at 
Laurelton  are  inappropriate  for  such  residents.  As  a result, 
an  excessive  staff  complement  is  required  and  the  daily 
per-patient  cost  is  $53.04.  The  Selinsgrove  State  School, 
which  has  a comparable  patient  population,  but  more 
appropriate  facilities,  spends  only  $37.45  per  day  for 
patient  care. 

Proposed  Approach:  As  Selinsgrove  is  an  underutilized 
facility  only  40  miles  from  Laurelton,  a phase-down  and 
dispersal  plan  should  be  developed  to  transfer  residents  to 
this  more  modern  facility.  It  should  be  set  up  for  a five- 
year  period  during  which  the  severely  retarded  would  be 
moved  to  Selinsgrove  and  Laurelton  would  serve  as  a 
half-way  house  for  residents  from  both  institutions  who 
are  ready  for  community  placement.  Within  five  years,  it 
should  be  possible  to  close  all  operations  at  Laurelton. 
Implementation  would  require  a one-time  expenditure  of 
$122,000.  The  annual  saving  would  amount  to  $3.1- 
million  in  state  and  $2. 1-million  in  federal  funds.  There 
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would  be  a one-time  cost  avoidance  of  $1. 7-million  by 
eliminating  the  necessity  for  planned  renovations  to  meet 
the  Life  Safety  Code  requirements. 

Implementation  Strategy:  The  deputy  secretary,  Mental 
Retardation,  should  develop  a five-year  plan  to  phase 
down  and  subsequently  close  Laurelton.  It  should  be 
coordinated  with  the  proposed  master  plan  for  utilization 
of  state  MH/MR  facilities.  Implementation  would  be  the 
responsibility  of  the  deputy  secretary,  Central  Region 
Mental  Retardation.  If  Laurelton  could  be  utilized  as  a 
Youth  Development  Center,  plans  in  regard  to  the 
phase  down  should  be  accelerated. 

154.  Phase  down  South  Mountain  Restoration 
Center. 

South  Mountain  is  a facility  for  the  care  of  mental  patients 
over  65  who  no  longer  require  psychiatric  treatment.  It  is 
not  meeting  its  mandated  objective  of  providing  for  an 
early  return  of  patients  to  the  community.  Also,  the  institu- 
tion is  located  in  a remote,  sparsely  populated  area  which 
is  inconvenient  for  vendors,  staff,  patients  and  visitors. 
This  inaccessibility  contributes  to  staffing  and  operational 
cost  problems.  More  importantly,  it  hinders  community 
placement  of  patients,  thus  preventing  their  successful 
return  to  noninstitutional  living. 

Proposed  Approach:  Since  South  Mountain  is  not  meet- 
ing its  objective,  but  is  functioning  as  a high-cost,  long- 
term nursing  home  for  the  aged,  the  center  should  be 
closed  as  soon  as  other  suitable  nursing  home  facilities 
become  available.  However,  it  must  be  emphasized  that 
the  institution  cannot  be  closed  until  community  facilities 
are  in  operation.  MH/MR  institutions  should  continue  to 
provide  treatment,  so  far  as  is  possible,  to  prepare  their 
patients  for  community  living  and  to  make  suitable 
placements  in  local  facilities.  Many  of  the  hospitals  are 
located  in  or  nearthe  more  densely  populated  areas  of  the 
state.  It  is  reasonable  to  assume  these  hospital  staffs,  in 
cooperation  with  their  regional  and  county  offices,  could 
place  patients  in  suitable  community  facilities  more  read- 
ily than  could  be  accomplished  from  the  remote  location 
of  South  Mountain. 

Placement  of  current  patients  in  skilled  nursing  and  in- 
termediate care  facilities  would  result  in  a one-time  ex- 
penditure of  $1 .85-million  in  state  funds.  This  would  be 
partially  offset  by  a one-time  cost  avoidance  of  $1- 
million.  There  would  be  an  annual  cost  of  $100,000  in 
state  funds.  However,  elimination  of  the  South  Mountain 
operation  would  provide  an  annual  saving  of  $2. 27- 
million  in  state  and  $1 .52-million  in  federal  funds  at 
current  expenditure  levels.  The  net  annual  benefit  to  the 
state  would  be  $2.1  7-million. 

Implementation  Strategy:  The  deputy  secretary,  Mental 
Health  and  Medical  Services,  and  the  executive  deputy 


secretary,  Operations,  should  prepare  a program  to  inten- 
sify expansion  of  private  sector  nursing  facilities  in  suffi- 
cient numbers  to  meetthe  needsof  MH/MR  hospitals.  The 
program  should  be  ready  for  review  by  the  secretary. 
Department  of  Public  Welfare,  within  four  months.  Plans 
to  phase  down  operations  at  South  Mountain  should  be 
put  into  effect  immediately  with  a goal  of  closing  the 
center  in  two  years. 

1 55.  Close  all  of  the  obsolete  and  unneeded  MH/MR 
institutions. 

Many  of  the  state's  MH/MR  institutions  were  built  more 
than  50  years  ago  when  the  philosophy  of  patient  care 
was  different  from  what  it  is  today.  In  some  cases,  resi- 
dence buildings  will  require  extensive  and  costly  changes 
to  meet  standards  established  by  the  Life  Safety  Code. 
Even  with  renovations,  the  majority  of  the  structures  wil  I 
still  not  be  suited  to  modern  rehabilitative  programs. 
However,  a continuing  trend  toward  deinstitutionaliza- 
tion and  development  of  more  community  programs  have 
caused  underutilization  of  facilities  in  more  modern  in- 
stitutions. While  the  Department  of  Public  Welfare  has 
taken  some  steps  to  phase  out  obsolete  institutions  in 
favor  of  improved  utilization  of  newer  ones,  various  pres- 
sures from  union  and  community  groups  have  halted 
progress  toward  this  objective. 

Proposed  Approach:  A comprehensive  plan  to  redistri- 
bute MH/MR  patients  has  been  suggested  in  another  rec- 
ommendation. As  part  of  this  program,  some  of  the  institu- 
tions which  would  require  extensive  renovation  should 
be  closed.  This  should  be  done  under  a coordinated 
approach  as  other  institutional  and  community  facilities 
are  made  available.  In  addition  to  the  three  institutions 
identified  for  closing  in  other  proposals,  at  least  three 
others  should  be  closed.  Possibilities  might  be  Dixmont, 
Cresson  and  Hamburg. 

Implementation  would  provide  an  annual  saving  of  ap- 
proximately $6-million  in  state  and  $6. 5-million  in  fed- 
eral funds.  A further  benefit  would  be  improved  staffing 
ratios  in  the  remaining  institutions  through  reassignments 
of  professional  personnel.  This  will  enhance  the  depart- 
ment's overall  ability  to  qualify  for  federal  medical  assis- 
tance payments,  thereby  increasing  the  potential  income 
to  the  state. 

Implementation  Strategy:  The  deputy  secretaries,  Mental 
Health  and  Mental  Retardation,  should  develop  a pro- 
gram to  identify  and  phase  out  obsolete  and  unneeded 
facilities  in  accordance  with  the  comprehensive  regional 
facility  plans.  An  aggressive  approach  to  developing 
community  programs  and  renovating  usable  residence 
buildings  could  bring  about  accomplishment  of  this  ob- 
jective within  three  years. 
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156.  Unify  management  responsibilities  for  the 
Southeastern  State  School  and  Hospital,  in- 
crease the  client  population  and  reduce  operat- 
ing costs. 

Operational  responsibilities  tor  Southeastern,  or 
Woodhaven  as  it  is  more  commonly  known,  are  divided 
between  the  superintendent  and  Temple  University.  The 
superintendent  handles  administrative  functions  and  the 
university  provides  program  direction  and  client  selec- 
tion and  care.  This  management  approach  has  resulted  in 
several  problems: 

• Underutilization  — The  facility  has  a rated  capacity 
of  309  beds,  but  delays  in  making  facility  modifica- 
tions have  held  the  admissions  level  to  157. 

• Excessive  Operational  Costs  — The  annual  resident 
cost  is  $52,000  per  patient  including  research.  The 
average  for  all  MH/MR  institutions  in  fiscal  1 975  was 
$ 1 8,000  per  patient.  The  major  cause  is  the  excessive 
level  of  professional  and  client  care  staff  — 337 
persons  serving  a population  of  157. 

• Overselectivity  in  Client  Admissions  — Although 
profoundly  retarded  and  physically  handicapped  re- 
tarded individuals  have  the  greatest  need  for  institu- 
tional care,  none  have  been  admitted  to  this  facility. 

• Service  Inadequacies  — Because  of  the  division  of 
responsibilities,  several  areas  do  not  receive  atten- 
tion from  either  the  superintendent  or  the  university. 

Proposed  Approach:  The  total  management  responsibil- 
ity should  be  assigned  to  the  hospital's  superintendent. 
Once  this  is  accomplished,  steps  should  be  taken  to  in- 
crease the  patient  population  to  full  capacity  — 309 
residents  and  1 00  day  care  clients.  The  present  agreement 
with  Temple  should  be  discontinued.  However,  profes- 
sional services  and  educational  programs  which  would 
benefit  the  hospital  should  be  retained  or  secured  through 
normal  procurement  procedures.  Transfer  of  residents 
from  Pennhurst  as  a means  of  accomplishing  this  should 
be  given  priority  consideration.  Direct  care  employees 
who  attend  these  patients  should  also  be  transferred. 
Excess  personnel  levels  should  be  reduced  in  order  to 
achieve  an  annual  operating  cost  of  $1 8,000  per  patient. 
University  personnel  should  be  replaced  by  state  em- 
ployees during  a proposed  one-yeartransition  period.  It  is 
anticipated  that  the  total  personnel  required  to  operate 
this  facility  would  be  406  in  order  to  meet  accreditation 
standards.  The  annual  savings  to  be  realized  would  be 
$1 .75-million.  An  annual  cost  avoidance  would  total 
$1 .29-million.  Federal  medical  assistance  payments 
would  be  increased  by  $1 .24-million  because  of  in- 
creased patient  populations.  There  would  be  a one-time 
cost  of  $620,000  to  terminate  the  university  contract. 


Implementation  Strategy:  A transition  phase  of  one  year 
will  be  required  to  replace  university  personnel  with  a 
reduced  level  of  state  employees.  This  activity  will  re- 
quire careful  coordination  between  the  university  and  the 
institution  to  gradually  introduce  staff  and  expanded  pa- 
tient populations  into  the  facility.  Implementation  will  be 
the  responsibility  of  the  department  secretaries. 

157.  Take  immediate  steps  to  bring  Embreeville 
State  Hospital  up  to  full  utilization. 

Embreeville  has  two  separate  operations,  one  for  mental 
health  and  one  for  mental  retardation  activities.  Each  has 
its  own  professional  staff  and  separate  buildings.  The 
utilization  ratio  for  the  mental  health  facility  is  55%  while 
that  for  mental  retardation  activities  is  79%  for  an  overall 
average  of  66%.  The  reason  given  for  the  low  mental 
health  utilization  is  rapid  patient  turnover  due  to  ad- 
vances in  medical  treatment.  Several  studies  have  been 
made  in  regard  to  future  uses  for  the  hospital.  One  rec- 
ommended phasing  out  the  mental  health  operations  and 
converting  Embreeville  into  a state  school  and  hospital  for 
the  mentally  retarded.  Another  suggested  converting 
some  of  the  mental  health  facilities  to  skilled  nursing  care 
centers  for  aged  patients  and  establishing  intermediate 
care  capabilities  for  patients  requiring  only  60  to  90  days 
of  psychiatric  treatment.  Facilities  are  in  good  condition 
and  qualify  for  a high  percentage  of  federal  medical  assi- 
tance  payments.  In  fact,  the  empty  beds  at  Embreeville 
have  higher  potential  for  federal  funding  than  many  oc- 
cupied beds  at  other  state  institutions  such  as  Pennhurst, 
Philadelphia  Hospital  and  Norristown. 

Proposed  Approach:  The  Department  of  Public  Welfare 
should  develop  a definitive  plan  for  complete  utilization 
of  Embreeville.  It  should  consider  the  following  alterna- 
tives as  components  of  the  approach: 

• Convert  certain  mental  health  buildings  to  skilled 
nursing  or  intermediate  care  facilities. 

• Transfer  72  residents  from  Pennhurst  to  the  Meadow- 
view  building. 

• Phase  out  the  mental  health  operations  while  bring- 
ing Embreeville  up  to  full  capacity  as  a mental  retar- 
dation facility  by  transferring  500  residents  from 
Pennhurst. 

Overall,  the  plan  should  provide  for  the  highest  possible 
level  of  MH/MR  care  consistent  with  the  most  efficient 
use  of  the  facilities.  Because  of  the  hospital's  qualifica- 
tions for  federal  assistance,  increasing  the  utilization  ratio 
will  provide  an  additional  annual  income  of  close  to 
$1 .86-million. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  must  define  requirements,  assign  respon- 


sibilities  and  set  completion  dates  in  order  to  develop  a 
plan  for  optimum  use  of  the  Embreeville  facilities.  Im- 
plementation should  be  completed  by  the  end  of  fiscal 
1977. 

158.  Establish  Eastern  Pennsylvania  Psychiatric  In- 
stitute as  a private  facility. 

Eastern  Pennsylvania  Psychiatric  Institute  is  a state  facility 
as  compared  to  Western  Psychiatric  Institute  and  Clinic 
which  is  a privately  based  institution  attached  to  the 
University  of  Pittsburgh.  Capacities,  responsibilities  and 
utilization  ratios  are  approximately  the  same  for  both.  The 
major  difference  is  that  Eastern  derives  the  bulk  of  its 
funding  — $9. 9-million  — from  the  state  while  Western 
relies  heavily  on  private  sources  and  community  funds  in 
addition  to  state  subsidies.  As  a result,  the  state's  payment 
to  this  facility  is  only  $3. 5-million  per  year. 

Proposed  Approach:  Eastern  Pennsylvania  Psychiatric  In- 
stitute should  be  structured  as  a private,  university  based 
institution  and  funded  on  a basis  comparable  to  Western 
Psychiatric  Institute  and  Clinic.  This  would  be  ac- 
complished over  a three-year  period.  During  this  time, 
state  subsidies  would  be  reduced  by  an  increased  amount 
each  year  and  the  institute  would  be  required  to  develop 
alternate  funding  sources.  In  addition,  the  state's  Bureau 
of  Research  and  Training  should  be  transferred  from  the 
institute  to  Harrisburg.  Annual  savings  should  be  at  least 
$3. 2-million. 

Implementation  Strategy:  The  department  secretary 
should  sponsor  legislation  to  alter  present  funding 
methods  for  the  institute.  Concurrently,  the  deputy  secre- 
tary, Mental  Health,  should  prepare  a detailed  plan  to 
implement  organizational  changes  and  transfers  of  state 
employees.  This  phase  of  the  program  should  be  com- 
plete within  three  months.  Future  department  annual 
budgets  should  reflect  the  appropriate  reductions  in 
funds. 

159.  Phase  out  remaining  drug  and  alcohol  units  at 
mental  health  institutions. 

There  are  approximately  88  patients  being  treated  in  drug 
and  alcohol  units  at  four  mental  health  institutions.  Equi- 
valent care  at  lower  cost  could  be  provided  from  local 
sources. 

Proposed  Approach:  During  the  past  two  years,  nine 
similar  units  have  been  phased  out  and  locally  provided 
treatment  has  been  more  effective  and  economical  than 
that  offered  by  the  institutions.  Community  level  treat- 
ment also  qualifies  patients  for  federal  medical  assistance 
payments.  Closing  the  four  remaining  units  would  pro- 
vide an  annual  saving  of  $336,000.  Additional  federal 
augmentation  may  also  be  realized. 


Implementation  Strategy:  The  Governor  should  authorize 
the  department  secretary  and  the  exec  utive  director  of  the 
Governor's  Council  on  Drug  and  Alcohol  Abuse  to  pre- 
pare an  implementation  plan  within  90  days.  They  would 
also  be  responsible  for  arranging  suitable  community- 
level  treatment  alternatives. 

160.  Transfer  responsibility  for  the  operations  and 
patients  of  the  Mayview  Outpatient  Clinic  from 
Mayview  to  Allegheny  County. 

Mayview  State  Hospital  which  is  located  in  Bridgeville 
operates  an  off-premises  outpatient  clinic  in  Pittsburgh  at 
an  annual  cost  of  approximately  $187,000.  Thisfacility  is 
funded  completely  by  the  state  although  governing  legis- 
lation requires  that  the  counties  provide  outpatient  care 
and  pay  1 0%  of  the  cost.  The  patients  do  not  receive  the 
full  scope  of  services  under  Mayview  operation  that 
would  be  available  through  the  county  program. 

Proposed  Approach:  The  outpatients  now  cared  for  at 
Mayview  should  become  the  responsibility  of  the  county 
as  mandated  by  law.  There  are  three  alternatives  for 
achieving  this  goal.  Under  the  first  option,  responsibility 
for  Mayview's  clinic  would  be  turned  over  to  Allegheny 
County  and  existing  staff  retained.  In  this  case,  the  operat- 
ing costs  of  the  clinic  would  be  subtracted  from  the  hospi- 
tal budget  and  turned  over  to  the  county  less  the  10%  to 
be  paid  by  the  county.  The  drug  expenses  should  also  be 
subtracted  from  this  state  subsidy  since  Mayview  could 
supply  medications  at  cost  until  the  existing  patient  load 
is  eliminated. 

A second  alternative  would  allow  the  county  to  staff  the 
clinic  while  the  hospital  absorbed  existing  personnel. 
Mayview  would  then  have  to  make  commensurate  reduc- 
tions in  overall  employment  levels  and  budget. 

The  third  option  would  be  to  have  the  650  patients  now 
served  by  the  clinic  turned  over  to  the  county  for  treat- 
ment through  base  service  units.  Again,  clinic  staff  would 
be  absorbed  by  the  hospital  after  appropriate  employ- 
ment and  budget  reductions.  The  state  would  provide  the 
county  with  a 90%  subsidy.  Whichever  alternative  is 
chosen,  the  state  will  realize  an  annual  savings  of  at  least 
1 0%  or  $18,700  based  on  current  expenditures.  In  addi- 
tion, patients  will  have  the  scope  of  services  expanded  to 
include  24-hour  emergency  care,  in-patient  services,  par- 
tial hospitalization  or  day  care,  community  consultation 
and  evaluation,  children's  services  and  drug  and  alcohol 
programs. 

Implementation  Strategy:  The  deputy  secretary  of  the 
western  region  should  authorize  closing  the  clinic  wilhin 
six  months.  The  regional  commissioner.  Mental  Health, 
the  superintendent  of  Mayview  and  the  county  MH/MR 
administrator  should  decide  upon  the  best  method  of 
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alternative  care  and  establish  a time  schedule.  The 
superintendent  of  Mayview  should  implement  a proce- 
dure for  providing  drugs  for  the  transferred  patients  to  the 
county  at  cost. 

161.  Eliminate  the  legal  requirement  that  the 
superintendent  of  a state  mental  health  institu- 
tion be  a licensed  physician. 

Existing  legislation  mandates  that  the  director  or  superin- 
tendent of  a state  mental  hospital  be  a licensed  physician. 
This  requirement  has  been  eliminated  for  superintendents 
of  institutions  for  the  mentally  retarded.  There  are  no 
meaningful  provisions  in  relation  to  administrative  skills 
for  these  positions  despite  the  fact  that  this  is  the  major 
area  of  job  emphasis.  A shortage  of  qualified  physicians 
and  psychiatrists  has  made  it  difficult  for  many  of  the 
institutions  to  attract  and  retain  such  personnel  to  fill 
medical  positions. 

Proposed  Approach:  Appropriate  legislation  should  be 
enacted  to  eliminate  the  requirement  that  superinten- 
dents of  state  mental  hospitals  be  licensed  physicians. 
This  will  enlarge  the  choice  of  administrators  available  to 
the  institutions  and  permit  them  to  concentrate  on  obtain- 
ing personnel  with  needed  business  skills.  The  Public 
Welfare  Code  should  also  be  amended  to  permit  regional 
deputy  secretaries  to  recommend  suitable  candidates  for 
these  positions.  State  commissioners  would  then  serve 
only  as  advisors  to  the  department  secretary  regarding 
appointments.  A similar  amendment  should  be  enacted 
to  place  the  trustees  of  the  institutions  in  an  advisory  role 
to  the  regional  deputy  secretaries. 

Introduction  of  business-oriented  hospital  administrators 
should  improve  the  cost-effectiveness  of  overall  facility 
management  significantly.  In  addition,  this  would  elimi- 
nate the  need  to  divert  trained  physicians  and  psychia- 
trists into  predominately  administrative  activities.  Al- 
though no  specific  savings  are  claimed,  the  potential  for 
economy  is  substantial.  The  overall  budget  for  state 
MH/MR  institutions  is  just  over  $400-million  annually. 
Implementation  of  other  recommendations  should  de- 
crease this  amount  by  $50-million.  This  will  reduce  the 
state  fund  portion  of  the  budget  to  approximately  $250- 
million  annually. 

A qualified  hospital  administrator  should  be  able  to  re- 
duce institutional  payrolls  and  operating  expenses  by  at 
least  2%.  At  a funding  level  of  $250-million,  an  annual 
saving  of  $5-mi  1 1 ion  would  be  achievable  without  any 
adverse  effect  on  institutional  care.  These  estimates  are 
based  on  comparable  industry  experience. 

Implementation  Strategy:  The  department  secretary 
should  authorize  drafting  of  appropriate  legislation  for 
submission  to  the  General  Assembly.  Any  department 


regulations  pertaining  to  this  subject  should  also  be  re- 
vised. The  department,  the  Civil  Service  Commission  and 
the  Office  of  Personnel  should  establish  suitable  criteria 
for  hospital  administrative  positions. 

162.  Eliminate  unnecessary  telephone  operator 
functions  at  MH/MR  institutions. 

At  present,  141  telephone  switchboard  operators  are 
utilized  by  MEH/MR  institutions  on  a three-shift  basis.  In 
facilities  with  PBX  switchboards,  superintendents  have 
restricted  the  use  of  direct  dial-out  capabilities  so  that 
only  1 0%  of  the  phones  are  used  to  dial  outside  numbers. 
In  addition  to  placing  most  outside  calls  and  transferring 
all  incoming  ones,  operators  also  keep  records  of  toll 
charges.  In  some  cases,  the  individual  placing  the  call 
keeps  a similar  record. 

Proposed  Approach:  Several  changes  should  be  instituted 
to  reduce  overall  telephone  system  operating  costs: 

• Expand  the  use  of  direct  dial-out  capabilities. 

• Identify  departments  responsible  for  the  majority  of 
outgoing  calls  and  make  department  heads  responsi- 
ble for  proper  use  of  phones  within  their  areas. 

• Eliminate  operator  verification  of  toll  call  charges. 

• Do  not  use  switchboard  operators  on  the  second  and 
third  shifts.  Provide  an  emergency  numberfor  incom- 
ing calls  during  those  hours.  Security  personnel 
could  handle  these  with  no  security  staff  increase. 

• Establish  a list  of  clerical  personnel  to  provide 
operator  backup  during  day  shifts  for  relief  and  break 
periods. 

Implementation  would  result  in  estimated  potential  an- 
nual costs  of  $81 ,200  in  the  form  of  additional  toll  costs. 
EHowever,  a reduction  of  78  operators  would  be  possible 
for  an  annual  saving  of  $702,000  for  a net  annual  benefit 
of  about  $621,000.  Once  accomplished,  an  analysis  of 
each  institution's  needs  should  be  made  to  determine 
which  facilities  would  qualify  for  Centrex  systems. 

Implementation  Strategy:  The  executive  deputy  secre- 
tary, Management  $ervices,  should  assume  responsibility 
for  accomplishing  the  proposed  changes  within  a two- 
month  period. 

1 63.  Evaluate  the  effectiveness  of  research  projects 
at  state  MH/MR  institutions. 

Varied  medical  and  program  research  projects  are  being 
conducted  at  nine  state  mental  hospitals  and  three 
schools  for  the  retarded.  However,  little  control  or 
monitoring  is  done  by  the  Department  of  Public  Welfare 
to  evaluate  results  of  these  activities.  At  most,  the  depart- 
ment is  aware  that  research  is  being  done,  but  no  signifi- 
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cant  efforts  are  made  to  review  progress,  monitor 
achievements,  eliminate  marginal  projects  or  effectively 
utilize  results  of  worthwhile  projects.  Also,  statistical  re- 
search involving  patient  data  is  being  performed  at  sev- 
eral institutions  with  little,  if  any,  coordination  of  similar 
efforts  being  performed  at  the  state  level. 

Proposed  Approach:  The  deputy  secretaries,  Mental 
Health  and  Mental  Retardation,  should  implement  pro- 
cedures to  ensure  that  all  research  projects  are  coordi- 
nated, reviewed  and  evaluated  regularly.  Steps  should  be 
taken  to  identify  and  discontinue  programs  that  are  un- 
necessary, redundant  or  which  do  not  produce  worth- 
while results.  Consideration  should  be  given  to  concen- 
trating research  activities  within  a limited  number  of  in- 
stitutions to  provide  better  control,  reduce  staff  require- 
ments and  improve  fund  and  facility  utilization.  Appro- 
priate program  models  should  be  developed  to  analyze 
data  from  the  various  institutions.  Centralizing  statistical 
research  will  improve  the  department's  planning  and 
policymaking  capabilities.  Implementation  will  help  im- 
prove worthwhile  programs.  Also,  it  will  provide  a means 
to  identify  programs  which  should  be  discontinued.  For 
example,  professional  sources  within  the  department 
have  questioned  the  usefulness  of  certain  medical  re- 
search projects  being  conducted  at  Warren  State  Hospi- 
tal. If  a department  review  indicated  this  program  or  a 
similar  one  should  be  discontinued,  the  state  would 
realize  an  annual  saving  of  $200,000.  This  amount  is  not 
being  claimed. 

Implementation  Strategy:  The  deputy  secretaries,  Mental 
Health  and  Mental  Retardation,  should  require  research 
coordinators  within  the  department  to  evaluate  all  ongo- 
ing projects  on  a regular  basis.  They  should  be  assisted  in 
this  effort  by  the  committee  proposed  in  another  recom- 
mendation in  this  section  to  monitor  training  and  educa- 
tion programs  for  institutional  patients.  The  department 
should  also  make  an  effort  to  delineate  various  types  of 
research  — organic,  theoretical,  clinical  and  the  like  — 
and  assign  such  activities  to  appropriate  institutions.  Staff- 
ing levels  should  be  examined  and  reduced  to  optimum 
levels.  In  addition,  the  program  offices  in  Harrisburg 
should  develop  more  effective  computer  systems  to 
evaluate  patient  data  provided  by  the  institutions. 

164.  Establish  controls  to  monitor  the  effectiveness 
of  recreational,  vocational  and  occupational 
therapy  programs  in  state  MH/MR  hospitals. 

Each  institution  has  its  own  program  for  developing  and 
administering  recreational,  occupational  and  vocational 
therapy.  Inherent  problems  include  lack  of  direction  and 
control  from  the  respective  central  program  offices,  poor 
scheduling  of  institution  activities  and  questionable  pa- 
tient participation.  Without  a standardized  means  to  con- 


trol and  monitor  these  activities,  the  state  has  no  way  to 
gauge  the  effectiveness  or  utilization  of  its  efforts.  One  of 
the  major  problems  appears  to  be  the  absence  of  recrea- 
tional programs  on  weekends  and  in  the  evenings  when 
patients  are  inactive  and  custodial  care  needs  are  at  their 
highest  level.  Programs  appear  to  be  operated  for  the 
staff's  convenience. 

Proposed  Approach:  A plan  should  be  established  to 
accomplish  the  following: 

• Consolidate  recreational,  occupational  and  voca- 
tional programs  under  a single  administrative  posi- 
tion at  each  institution. 

• Develop  specific  guidelines  for  the  institutions  re- 
garding operation  of  these  programs. 

• Establish  positive  controls  to  monitor  the  success, 
cost  and  patient  participation  levels  of  the  activities. 

• Revise  work  schedules  of  recreational  staff  to  include 
weekends  and  evenings. 

• Review  all  requests  for  associated  capital  equipment 
expenditures,  paying  careful  attention  to  proposals 
for  specialized  equipment. 

• Establish  adequate  canteen  facilities  with  operators 
paying  equitable  rents  to  the  institutions  for  their  use 
of  the  premises. 

Implementation  should  improve  patient  participation  and 
response  to  program  activities  possibly  reducing  the 
treatment  cycle.  In  addition,  fewer  personnel  would  be 
required  to  administerconsolidated  programs  and  utiliza- 
tion of  buildings  and  equipment  should  also  improve. 
Finally,  this  approach  would  eliminate  duplicate  program 
development  expenditures. 

Implementation  Strategy:  The  secretary,  Public  Welfare, 
should  instruct  the  deputy  secretaries,  Mental  Health  and 
Mental  Retardation,  to  accomplish  the  following  within 
six  months: 

• Establish  criteria  for  the  operation  of  all  vocational, 
occupational  and  recreational  therapy  programs  in 
their  respective  areas. 

• Inventory  all  of  the  equipment  and  the  space  used  in 
the  activities. 

• Audit  existing  programs  to  establish  their  level  of 
effectiveness. 

• Develop  a monitoring  and  control  system  to  provide 
meaningful  data  on  operations. 

Once  this  is  accomplished,  the  regional  deputy  sec- 
retaries would  be  responsible  for  implementing  all  as- 
pects of  the  monitoring  and  control  system  within  three 
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months.  This  would  include  compliance  of  the  system  to 
criteria  established  by  the  various  program  directors. 
Quarterly  reports  should  be  issued  as  a means  of  review- 
ing and  upgrading  the  programs. 

1 65.  Maintain  centralized  control  over  training  and 
education  programs  for  the  patients  at  the  state 
institutions. 

Because  of  the  lack  of  centralized  direction,  the  quality 
and  content  of  training  and  education  programs  at  indi- 
vidual institutions  varies  greatly.  There  is  little  inter- 
change of  data  among  the  institutions  and  no  monitoring 
of  progress  by  the  department. 

Proposed  Approach:  The  deputy  secretaries,  Mental 
Health  and  Mental  Retardation,  should  establish  proce- 
dures to  monitor  and  coordinate  program  activities  at  the 
institutional  level.  Activities  should  be  evaluated  in  terms 
of  their  effectiveness  and  benefit  to  the  patients.  Success- 
ful procedures  should  be  introduced  where  applicable 
throughout  the  system.  Implementation  will  improve  the 
overall  effectiveness  and  efficiency  of  training  and  educa- 
tion efforts  within  the  institutions. 

Implementation  Strategy:  The  deputy  secretaries,  Mental 
Health  and  Mental  Retardation,  should  appoint  separate 
committees  made  up  of  professionals  in  the  mental  health 
and  mental  retardation  fields  to  monitor  and  evaluate 
institution  programs.  This  expertise  is  currently  available 
in  the  department.  The  deputies,  regional  commissioners, 
committee  members  and  institution  program  directors 
should  meet  regularly  to  review  activities  and  discuss 
problem  areas  and  requirements. 

166.  Extend  the  intensive  resident  training  program 
for  self-feeding  to  all  MR  institutions. 

Some  75%  to  85%  of  the  mentally  retarded  residents  in 
state  institutions  are  in  the  severe  to  profound  classifica- 
tions. Most  must  be  fed  by  an  aide  at  an  estimated  out-of- 
pocket  cost  of  $600  per  year  per  resident.  A program  has 
been  established  at  Ebensburg  to  provide  intensive  train- 
ing to  residents  which  will  enable  them  to  feed  them- 
selves. Results  have  been  extremely  good. 

Proposed  Approach:  The  program  should  be  extended  to 
all  MR  institutions  following  the  model  which  has  been 
established  at  Ebensburg.  Assuming  a minimum  of  2,000 
residents  could  benefit  from  the  program  and  that  the 
salary  of  one  aide  could  be  saved  for  each  15  trained 
residents,  the  annual  saving  would  amount  to  $1.2- 
million.  The  one-time  cost  of  the  training  would  be 
$43,000. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  authorize  the  program  extension. 
The  deputy  secretary,  Mental  Retardation,  should  super- 


vise and  coordinate  the  training  program.  Actual  training 
should  be  conducted  in  the  other  institutions  by  the 
Ebensburg  team. 

1 67.  Provide  monetary  incentives  to  induce  the  pri- 
vate sector  to  meet  care  needs  for  all  patients 
who  no  longer  require  or  need  state  mental 
health  institutionalization. 

Sufficient  community  resources  are  not  available  to  ren- 
der service  to  patients  who  could  qualify  for  such  care.  As 
a result,  they  must  continue  to  be  treated  in  state  mental 
health  institutions.  Using  data  developed  by  the  Depart- 
ment of  Public  Welfare,  it  appears  that  3,000  institutional 
patients  could  qualify  for  treatment  in  community  level 
facilities  while  1 ,300  could  function  in  skilled  nursing  or 
intermediate  care  centers.  Unfortunately,  necessary  pri- 
vate sector  resources  are  not  available. 

Proposed  Approach:  To  determine  the  types  of  facilities 
required,  the  15,000  patients  in  state  institutions  should 
be  classified  according  to  the  level  of  care  needed.  The 
state  should  then  develop  a payment  schedule  commen- 
surate with  each  level.  Payments  in  accordance  with  the 
schedule  could  be  used  to  provide  an  incentive  to  private 
sector  sources  to  develop  required  facilities.  It  would  be 
necessary  to  develop  an  efficient  system  to  process  neces- 
sary applications  and  a monitoring  program  would  also 
be  needed  to  review  patient  care  levels.  Low-interest 
loans  might  also  be  offered  to  induce  the  development  of 
skilled  nursing  facilities  and  intermediate  care  centers. 
Bond  issues  are  already  permitted  to  finance  physical 
improvements  to  existing  nursing  homes.  A similar  incen- 
tive program  could  be  utilized  in  regard  to  mental  retarda- 
tion facilities.  At  a per-patient  daily  cost  of  $44  in  state 
institutions,  increased  community  support  through  pri- 
vate sector  resources  could  provide  an  annual  saving  of 
$5.1 2-million  in  state  and  $1. 7-million  in  federal  funds. 
These  data  are  based  on  department  projections  resulting 
from  the  Northeastern  Pilot  Project. 

Implementation  Strategy:  The  deputy  secretary,  Man- 
agement Services,  should  determine  the  number  of  pa- 
tients in  each  level  of  required  care  and  an  appropriate 
payment  schedule.  A plan  should  be  developed  to  en- 
courage community  level  development  activities  aug- 
mented by  required  application  and  monitoring  systems 
within  the  department.  If  initial  development  costs  are 
found  to  be  a barrier,  legislation  should  be  introduced  to 
provide  low-interest  loans  to  encourage  construction  of 
required  facilities. 

168.  Inspect  and  license  all  MH/MR  programs  pro- 
vided by  various  facilities  in  the  state. 

For  the  most  part,  community  MH/MR  facilities  are  pri- 
vately owned,  but  funded  by  the  state  through  various 
county  contracts.  Therefore,  it  is  the  responsibility  of  the 


state  and  the  counties  to  ensure  that  adequate  physical 
facilities,  staff  and  programs  are  being  provided.  The 
Department  of  Labor  and  Industry  inspects  physical  as- 
pects while  the  Department  of  Environmental  Resources 
checks  for  proper  sanitation.  However,  program  effec- 
tiveness — the  most  important  aspect  — is  not  monitored. 
At  present,  there  are  no  uniform  standards  in  regard  to 
private  facility  programs. 

Proposed  Approach:  The  Department  of  Public  Welfare 
should  establish  program  standards  and  regulations  for 
each  type  of  private  facility  serving  the  mentally  ill  or 
retarded.  Compliance  would  be  monitored  through  an 
annual  inspection  and  licensing  activity.  Fees  charged 
should  be  adequate  to  recover  costs.  Although  it  is  the 
responsibility  of  the  county  administrators  to  oversee 
community  facilities  on  a day-to-day  basis,  the  state 
should  institute  procedures  to  review  their  activities  in 
monitoring  these  programs.  Contracts  with  private  pro- 
viders should  be  evaluated  regularly  and  all  provisions 
strictly  enforced.  This  proposed  activity  should  be  ad- 
ministered at  the  regional  office  level.  Implementation 
will  ensure  that  effective  and  appropriate  treatment  pro- 
grams are  being  provided  at  the  community  level. 

Implementation  Strategy:  The  department  secretary 
should  request  enabling  legislation.  The  deputy  sec- 
retaries, Mental  Health  and  Mental  Retardation,  would  be 
responsible  for  promulgating  required  regulations  and 
standards.  Regional  commissioners  would  be  required  to 
implement  an  effective  inspection  and  licensing  activity 
in  line  with  established  objectives.  The  program  should 
be  operational  within  18  months. 

169.  Reduce  the  number  of  cost  centers  in  state 
MH  MR  institutions. 

Various  institutional  cost  centers  are  identical  in  treat- 
ment programs  or  types  of  patient.  However,  physical  or 
geographical  separations  have  determined  that  they  be 
identified  as  separate  cost  centers.  One  institution  has  at 
least  61  cost  centers.  This  requires  additional  recordkeep- 
ing and  increases  the  burden  of  cost  center  data  in  the 
accounting  system. 

Proposed  Approach:  The  department  should  reduce  cost 
centers  at  state  MH/MR  institutions  to  a meaningful 
number,  based  on  the  care  and  treatment  programs  being 
administered.  Consolidating  them  to  an  estimated 
maximum  of  20  to  24  centers  will  streamline  administra- 
tive procedures  and  increase  overall  efficiency.  Im- 
plementation will  also  assist  in  increasing  the  effective- 
ness of  other  proposed  changes. 

Implementation  Strategy:  The  deputy  secretary,  Man- 
agement Services,  should  implement  a program  to  reduce 
existing  cost  centers  to  an  appropriate  level. 


170.  Install  a performance  standards  accounting 
and  reporting  system  for  all  of  the  state  MH  MR 
institutions. 

Fiscal  1976  expenditures  are  estimated  at  $275-million 
forthe  20  institutions  forthe  mentally  ill  and  $1  65-million 
for  the  1 1 schools  for  the  retarded.  This  represents  a cost 
of  $47.48  per  patient  day  in  MH  facilities  and  $49.40  per 
patient  day  in  MR  institutions.  Using  fiscal  1967  as  the 
base  year,  expenditures  have  increased  565%  in  MH 
facilities  on  a per  diem  basis  and  61 1 % in  MR  institutions. 
The  change  in  program  emphasis  and  upgrading  of  in- 
stitutional standards  is  partially  responsible  for  the  in- 
crease. However,  lack  of  objective  performance  stan- 
dards is  another  important  factor.  This,  in  addition  to 
discrepancies  in  staff  ratios  and  individual  perdiem  costs, 
indicates  the  need  for  a system  which  can  provide  objec- 
tive information  on  personnel  levels  and  operating  ex- 
penditures in  the  state's  institutions. 

Proposed  Approach:  A uniform  accounting  and  reporting 
system  should  be  established  to  provide  objective  criteria 
for  measuring  institutional  operating  costs.  The  first  step 
would  be  to  compare  expenditures  among  institutions  for 
each  major  cost  center  on  a unit  basis.  This  would  high- 
light areas  where  expenses  were  above  normal.  Next,  the 
reasons  for  such  discrepancies  would  have  to  be  iden- 
tified by  having  all  institutions  report  the  same  cost  ele- 
ments for  each  cost  center,  using  identical  units  of  service 
as  a basis.  Finally,  institutional  operations  would  have  to 
be  analyzed  to  establish  standards  for  measuring  and 
controlling  expenses  in  each  cost  center. 

Implementation  would  improve  the  quality  of  data  avail- 
able on  institutional  operations  and  establish  guidelines 
to  determine  optimum  budget  and  staffing  levels.  The 
system  would  also  provide  a methodology  to  identify 
service  requirements  and  the  resources  needed  to  supply 
them.  Excess  expenditures,  based  on  an  established  me- 
dian for  MH/MR  facilities,  are  estimated  at  $29. 5-million 
for  fiscal  1976.  Utilizing  the  proposed  accounting  and 
reporting  system  should  permit  a 20%  saving  in  these 
expenditures  by  identifying  potential  personnel  and 
operating  expense  reductions.  The  total  saving  would  be 
$5. 9-million  per  year,  of  which  $4. 4-million  would  be 
state  and  $1. 5-million  federal  funds. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  authorize  the  Bureau  of  Fiscal 
Management  to  design  and  implement  the  proposed  ac- 
counting and  reporting  system.  Implementation  would  be 
the  responsibility  of  the  deputy  secretary,  Management 
Services.  System  design  and  installation  should  require  a 
maximum  of  1 5 months.  Staff  reductions  to  proper  levels 
should  be  realized  through  attrition,  transfers,  termina- 
tions and  retirements  within  two  years. 
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1 71 . Charge  prices  in  each  employee  cafeteria  suffi- 
cient to  recover  costs  of  operating  the  facility. 

Prices  in  institutional  employee  cafeterias  are  based  on 
the  cost  of  raw  food  plus  50%.  They  are  computed  by 
determining  statewide  costs  for  each  item,  adding  50% 
and  rounding  to  the  nearest  nickel.  Since  uniform  prices 
are  charged,  the  figures  are  updated  quarterly.  However, 
certain  variables  make  this  procedure  inequitable  and 
result  in  operating  deficits.  One  of  the  factors  is  the  var- 
iance in  raw  food  costs  paid  by  the  MH/MR  institutions 
because  of  location,  size  or  market  factors.  Studies  show  a 
range  of  $0.31  to  $0.80  per  meal.  Similarly,  there  are 
significant  differences  in  institutional  expenditures  for 
salaries  and  food  preparation  expenses.  These  currently 
average  1 7 1 % of  raw  food  costs  with  a range  of  85%  to 
434%. 

Proposed  Approach:  To  put  the  cafeterias  on  a self- 
sustaining  basis,  a detailed  comparison  should  be  made 
of  prices  paid  during  one  quarter  at  each  of  the  31 
MH/MR  institutions.  A number  of  items  in  common  usage 
should  be  included  in  the  sample  and  a decision  made  as 
to  whether  pricing  can  be  set  on  a regional  basis.  It  may 
only  be  possible  to  establish  equitable  charges  on  an 
individual  basis  for  each  institution. 

A similar  comparison  should  be  made  to  establish  the 
ratio  of  personnel  expenses  to  raw  food  costs  by  institu- 
tion and  region.  Based  on  these  determinations,  a deci- 
sion should  be  made  to  establish  prices  either  by  institu- 
tion or  by  region.  The  prices  would  have  to  reflect  raw 
food  costs  plus  a suitable  charge  for  wages  and  fringe 
benefits.  At  present,  some  2.2-million  meals  are  served 
annually  at  an  estimated  loss  of  $0.53  per  meal.  Realistic 
pricing  should  eliminate  current  annual  losses  of  $1.16- 
million.  If  prices  are  found  to  be  noncompetitive  with 
cafeterias  or  restaurants  in  the  immediate  area,  the  food 
operations  should  be  discontinued  and  vending 
machines  substituted. 

Implementation  Strategy:  The  secretary,  Public  Welfare, 
should  instruct  the  deputy  secretary,  Management  Ser- 
vices, to: 

• Determine  a method  for  establishing  employee 
cafeteria  prices  which  will  make  such  operations 
self-sustaining.  This  should  be  done  within  30  days. 

• Revise  the  department's  procedures  manual  to  reflect 
these  changes  within  the  following  30-day  period. 

• Issue  revised  price  lists  to  cafeteria  operations  during 
the  subsequent  30-day  period. 

• Discontinue  operations  which  cannot  compete  with 
local  restaurants  and  arrange  for  vending  machines 
to  be  installed. 


1 72.  Close  and  demolish  obsolete  buildings  at  state 
MH/MR  institutions. 

Many  state  institutions  were  built  more  than  40  years  ago 
when  the  philosophy  of  patient  care  was  significantly 
different.  As  a result,  the  buildings  are  both  physically  old 
and  unsuitable  for  today's  rehabilitation  programs.  In 
order  to  qualify  for  federal  medical  assistance  grants,  state 
institutions  must  conform  to  certain  safety  and  staffing 
standards.  To  bring  all  institutional  buildings,  including 
many  that  are  obsolete,  into  conformance  with  these 
regulations  would  require  an  expenditure  of  about  $60- 
million.  Because  patient  populations  are  on  the  decline,  a 
number  of  newer  buildings  are  underutilized.  Many  of 
these  can  qualify  for  federal  medical  assistance  grants. 

Proposed  Approach:  The  department  should  redistribute 
patients  to  appropriate  institutional  and  community 
facilities  in  order  to  close  buildings  which  will  not  be 
required  within  a three-year  period.  This  will  make  older 
institutions  more  manageable  in  terms  of  physical  plant 
operations  and  resident  populations.  Staffing  can  then  be 
adjusted  to  optimum  levels.  In  addition,  moving  patients 
to  more  modern  facilities  will  provide  improved  sur- 
roundings and  increase  the  state's  participation  in  federal 
assistance  grants.  Also,  there  is  an  estimated  potential 
cost  avoidance  of  $1 0-million  through  eliminating  the 
need  to  renovate  obsolete  buildings.  If  a total  of  90  build- 
ings were  closed,  there  would  be  a one-time  cost  of 
$4. 5-million  to  demolish  them. 

Implementation  Strategy:  The  department  secretary 
should  undertake  the  following  activities: 

• Continue  the  freeze  on  implementing  federal  renova- 
tion requirements. 

• Review  all  residence  facilities  to  identify  those  which 
should  continue  in  operation  and  those  which  should 
be  abandoned. 

• Begin  repairs  and  construction  work  on  habitable 
buildings  as  soon  as  possible. 

• Encourage  community-level  program  development. 

• Transfer  residents  in  obsolete  facilities  to  more  ap- 
propriate locations. 

• Ensure thatall  newtacilities  meetfederal  government 
requirements. 

Overall,  implementation  of  this  proposal  should  require 
about  two  years  to  complete. 

173.  Request  waivers  from  HEW  on  certain  regula- 
tions in  the  Life  Safety  Code. 

Pennsylvania  has  adopted  the  Life  Safety  Code  as  its 
standard  for  fire  protection  in  institutional  buildings 


under  its  jurisdiction.  These  structural  guidelines  are  also 
used  by  the  federal  government  in  approving  facilities  for 
medical  assistance  payments.  Although  the  regulations 
are  extremely  stringent  in  themselves,  recent  interpreta- 
tions by  the  regional  HEW  office  have  increased  the  cost 
of  implementing  the  code  significantly.  For  example, 
HEW  has  indicated  that  any  building  used  by  patients  - 
not  just  residence  facilities  — must  meet  code  require- 
ments for  residential  structures.  This  increases  the  safety 
requirements  to  a level  significantly  above  those  estab- 
lished by  the  Department  of  Labor  and  Industry  for 
specific  types  of  functional  buildings.  The  cost  of  bringing 
residential  facilities  into  conformance  with  the  code  is 
estimated  at  $60-million.  If  all  other  structures  must  be 
included,  an  additional  $32-mi  1 1 ion  in  expenditures  will 
be  necessary. 

Staff  costs  will  also  increase  since  additional  partitioning 
required  by  the  code  will  segment  patients  to  a greater 
extent  than  at  present.  Engineering  personnel  in  the  De- 
partment of  Public  Welfare  feel  that  many  of  the  regula- 
tions are  excessive  and  go  beyond  the  limits  of  reasonable 
protection. 

Proposed  Approach:  A detailed,  well-documented  pro- 
posal should  be  presented  to  E1EW  explaining  the  state's 
position  on  the  code  requirements.  It  should  explain  what 
effect  complete  enforcement  would  have  on  patient  care 
and  associated  costs.  The  proposal  should  provide  less 
expensive  alternatives  to  certain  requirements  and  re- 
quest waivers  for  those  considered  excessive.  It  is  difficult 
to  estimate  the  overall  financial  effect  acceptance  of  the 
proposal  could  have.  However,  elimination  of  just  one 
requirement  — that  all  structures  meet  residential  stan- 
dards — could  provide  a one-time  cost  avoidance  of 
$32-mi  1 1 ion.  This  takes  into  account  another  recom- 
mendation which  would  eliminate  obsolete  institutional 
buildings.  This  is  in  addition  to  a $1 0-million  cost 
avoidance  claimed  elsewhere. 

Implementation  Strategy:  The  Department  of  Public  Wel- 
fare will  require  strong  support  from  the  Governor  and  the 
Department  of  Labor  and  Industry  in  presenting  the  pro- 
posed request  to  HEW.  The  Division  of  Construction  and 
Maintenance  should  be  asked  to  evaluate  existing  build- 
ings and  suggest  alternative  methods  for  fire  protection 
requirements.  It  should  also  provide  documentation  to 
support  waiver  requests.  A team  should  be  assembled 
under  the  Governor's  direction  to  present  the  completed 
proposal  to  HEW  at  the  regional  and  federal  levels. 

174.  Eliminate  farm  operations  at  state  MH/MR  in- 
stitutions and  sell  the  land. 

The  mission  of  the  state's  mental  health  and  mental  retar- 
dation institutions  is  to  provide  the  best  possible  care  for 
patients.  However,  18  of  these  facilities  are  engaged  in 


large  scale  farming  operations  which  no  longer  relate  to 
their  rehabilitation  programs.  At  one  time,  the  farms  were 
worked  by  patients,  but  for  the  most  part,  this  is  now 
prohibited  by  law.  The  change  means  that  farm  activities 
operated  at  a deficit  of  $550,000  in  fiscal  1974  and  an 
estimated  $750,000  in  fiscal  1 975.  These  amounts  do  not 
include  all  the  expenditures  associated  with  the  farming 
operations.  In  addition,  as  a result  of  the  surplus  pro- 
duced, excessive  amounts  of  milk  are  included  in  institu- 
tional diets  resulting  in  a great  deal  of  waste. 

Proposed  Approach:  In  view  of  the  current  and  projected 
losses  associated  with  these  farm  operations,  the  Depart- 
ment of  Public  Welfare  should  discontinue  the  program 
and  sell  the  land.  It  is  anticipated  that  approximately 
20,000  acres  would  be  available  for  gradual  sale.  The 
income  from  the  sale  of  the  land  has  been  claimed 
elsewhere.  However,  an  additional  one-time  income  of 
$1 .4-million  would  be  realized  from  the  sale  of  animals 
and  equipment.  There  would  also  be  an  annual  saving  of 
$ 1 .78-million  by  eliminating  farm  operations. 

Implementation  Strategy:  Over  the  next  two  years,  the 
department  should  work  with  the  Bureau  of  Real  Estate  to 
identify  and  sell  parcels  of  land  now  used  for  farming. 
Land  and  inventory  should  be  disposed  of  in  accordance 
with  an  established  timetable.  Milk  supplies  should  be 
reduced  by  40%  to  eliminate  existing  waste. 

175.  Lease  unused  space  in  state  MH/MR  hospitals 
to  state  agencies,  counties  or  other  government 
bodies. 

Many  of  these  facilities  have  available  space  which  is  not 
suitable  for  patient  use.  The  result  is  that  portions  of  the 
buildings  are  either  vacant  or  used  for  storage.  A prime 
example  is  the  basement  area  of  Elaverford  State  Hospital. 
It  is  not  used  although  windows  provide  natural  light  and 
the  space  appears  to  be  well  heated  and  free  from  damp- 
ness. Neither  the  department's  central  office  nor  the  hos- 
pital superintendents  have  taken  effective  action  to  im- 
prove utilization  of  such  facilities. 

Proposed  Approach:  A system  should  be  established  to 
identify  poorly  utilized  space  in  institutional  buildings. 
These  resources  should  be  brought  to  the  attention  of  the 
Bureau  of  Space  and  Facilities  Management  in  the  De- 
partment of  Property  and  Supplies.  The  bureau  could 
assist  in  determining  optimum  use  and  provide  estimates 
for  any  renovation  that  might  be  needed.  In  situations 
where  the  institution  is  unable  to  use  the  space,  the 
bureau  could  look  for  subtenants,  either  other  state  agen- 
cies or  county  units.  County  reimbursements  to  the  state 
for  space  could  be  made  based  on  direct  billings  or 
amounts  could  be  subtracted  from  state  subsidies  due  the 
county.  This  latter  procedure  would  be  an  accounting 
transaction  charged  againstthe  program  actually  utilizing 
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the  facility.  There  is  an  estimated  400,000  square  feet  of 
building  space  available  and  it  is  felt  approximately  25% 
could  be  turned  to  leased  uses.  Implementation  would 
provide  an  estimated  annual  income  of  $500,000  to  re- 
cover fixed  costs  of  unused  space.  This  amount  is  claimed 
in  the  Physical  Resources  section. 

Implementation  Strategy:  The  department  secretary 
should  instruct  the  regional  deputy  secretaries  to  advise 
institutional  superintendents  to  develop  the  necessary 
data.  Information  should  be  available  to  the  Bureau  of 
Space  and  Facilities  Management  within  30  days.  Efforts 
to  utilize  available  space  in  institutional  buildings  should 
be  coordinated  between  the  bureau  and  the  deputy  secre- 
tary, Management  Services. 

176.  Implement  an  EDP  system  at  the  MH/MR  in- 
stitutions for  all  administrative  and  patient/ 
resident  records. 

With  few  exceptions,  the  files,  records  and  reporting  sys- 
tems utilized  by  the  department's  mental  institutions  are 
maintained  manually.  This  approach  is  inefficient  and 
excessively  expensive.  Patient  tracking  is  necessary  at  the 
institution  and  community  level  to  provide  criteria  to 
ensure  proper  patient  care.  Implementation  of  an  auto- 
mated information  system  encompassing  fiscal  data  and 
patient  medical  records  would  result  in  a significant  re- 
duction in  the  clerical  work  load. 

Proposed  Approach:  Two  systems  — one  for  fiscal  infor- 
mation and  one  which  encompasses  patient  tracking  data 
— are  commercially  available.  They  were  developed  for 
and  are  being  used  by  several  MH/MR  facilities  in  Ohio. 
The  systems  are  compatible  with  the  equipment  and 
software  at  CMIC  and  with  the  terminals  already  at  the 
institutions.  Purchasing  and  modifying  these  applications 
for  use  in  Pennsylvania  would  require  a one-time  cost  of 
$245,000.  A lease/purchase  arrangement  is  available  to 
allow  a one-year  trial  at  one  institution  and  this  option 
should  be  taken  by  the  department. 

The  annual  cost  of  maintenance  is  estimated  at  $350,000 
using  CMIC  capabilities.  A similar  project,  now  under 
development  at  Norristown  State  Hospital,  should  be 
discontinued.  Implementation  would  provide  a total  po- 
tential annual  saving  of  $2. 22-million,  based  on  current 
personnel  expenditures  at  the  various  institutions.  The  net 
annual  benefit  would  be  about  $1 .87-million. 

Implementation  Strategy:  The  Department  of  Public  Wel- 
fare and  the  Office  of  Administration  should  form  an 
appropriate  task  force  to  supervise  the  purchase,  installa- 
tion and  implementation  of  the  recommended  systems. 
Expenditure  of  purchase  funds  should  be  authorized  by 
the  Department  of  Public  Welfare. 


1 77.  Implement  a computerized  drug  inventory  sys- 
tem for  MH/MR  institutions. 

Institutional  ward  personnel  maintain  individual  drug  in- 
ventories, reordering  as  needed  from  a central  pharmacy. 
No  check  is  made  of  orders  versus  patient  use  and  the 
decentralized  inventories  result  in  high  spoilage  and  ex- 
cessive inventory  levels.  There  is  no  method  for  contol- 
ling  pilferage  of  many  drugs  under  this  system. 

Proposed  Approach:  The  implementation  of  an  EDP  sys- 
tem for  administrative  and  patient  records,  as  proposed  in 
the  preceding  recommendation,  would  provide  the 
necessary  data  base  for  computerized  drug  inventory  and 
distribution.  A terminal  and  printer  would  be  installed  in 
each  pharmacy  to  provide  on-line  access  to  the  data  base. 
Drug  prescriptions  should  be  filled  on  a per-patient  basis. 
This  would  permit  ward  inventories  to  be  maintained  at 
10%  of  their  present  size.  A check  of  each  prescription 
against  a master  file  would  prevent  spoilage  or  pilferage. 
Implementation  would  permit  greatly  improved  control 
and  should  provide  an  annual  saving  of  $857,000.  The 
one-time  installation  cost  is  estimated  at  $150,000  with 
an  annual  expenditure  of  $245,000  required  for  system 
maintenance.  The  net  annual  benefit  would  be  $61  2,000. 

Implementation  Strategy:  The  secretaries  of  the  Depart- 
ment of  Public  Welfare  and  the  Office  of  Administration 
should  establish  a task  force  to  implement  this  proposal  in 
line  with  the  EDP  system  recommended  for  institutional 
administrative  and  patient  records.  It  is  estimated  that 
approximately  30  months  will  be  required  for  statewide 
implementation  at  all  MH/MR  institutions. 

178.  Consolidate  laundry  facilities  for  appropriate 
institutions. 

Except  for  institutions  involved  in  SPIASU,  all  facilities 
have  their  own  laundry  operations.  Each  has  a labor  force 
of  from  20  to  50  employees  and  considerable  equipment. 
Efficiency  varies  widely  as  do  costs  of  operation. 

Proposed  Approach:  Where  geographically  feasible, 
laundry  facilities  should  be  consolidated  to  improve 
overall  efficiency  and  reduce  costs.  One  institution 
would  take  over  the  full  function,  running  a second  shift  if 
necessary  to  accommodate  increased  volumes.  Four 
suggested  groupings  for  consolidation  would  be:  (1) 
Woodville,  Mayview  and  Western  State;  (2)  Hollidays- 
burg  and  Cresson;  (3)  Selinsgrove,  Laurelton  and  Danvil- 
le; and  (4)  Wernersville,  Allentown  and  Hamburg.  Im- 
plementation would  require  a one-time  expenditure  of 
$1  20,000.  There  would  be  a one-time  income  of  $50,000 
from  the  sale  of  excess  equipment  and  a net  annual  saving 
of  $409,000. 

Implementation  Strategy:  The  deputy  secretary,  Man- 
agement Services,  should  develop  and  execute  a plan  to 


consolidate  laundry  operations  wherever  geographically 
feasible  and  to  terminate  employment  of  those  laundry 
employees  no  longer  required.  Implementation  should  be 
complete  within  three  months. 

1 79.  Eliminate  unnecessary  stores  inventory  records 
at  the  department's  institutions. 

Most  institutional  commodities  are  charged  to  a single 
inventory  account  and  placed  in  storerooms  for  dis- 
bursement. Storeroom  personnel  maintain  a card  file  for 
each  item.  The  information  is  used  for  reordering  and 
inventory  control.  However,  institutional  accounting  per- 
sonnel maintain  duplicate  files  of  the  same  information.  It 
is  estimated  that  the  total  number  of  cards  maintained  in 
both  areas  of  the  department's  institutions  number 
50,000  and  that  the  turnover  rate  is  approximately  three 
times  a year.  This  means  that  some  600,000  entries  are 
made  by  storeroom  personnel  to  theirfiles  while  account- 
ing entries  total  more  than  1-million  annually. 

Proposed  Approach:  The  use  of  inventory  accounts  in- 
volves a great  deal  of  time  and  expense.  It  might  be 
necessary  if  large  amounts  of  supplies  were  being  stored 
in  a single  location  and  then  dispersed  to  numerous  cost 
centers.  The  system  cannot  be  justified  when  com- 
modities will  be  charged  to  a single  cost  center.  Making 
direct  charges  to  the  cost  center  at  the  time  of  receipt 
would  eliminate  approximately  30%  of  the  present  ac- 
counting work  load.  In  instances  where  inventory  ac- 
counts are  necessary,  a standard  cost  system  should  be 
adopted.  Variances  would  be  charged  to  the  appropriate 
cost  centers  and  records  maintained  only  on  total  values 
received  and  issued.  In  any  event,  at  least  one  of  present 
duplicate  sets  of  records  must  be  eliminated.  Implementa- 
tion should  permit  a reduction  of  39  personnel  positions 
for  an  annual  saving  of  $355,000. 

Implementation  Strategy:  The  department's  comptroller 
should  be  instructed  to  prepare  a new  inventory  account- 
ing procedure  within  60  days.  It  should  be  in  use 
throughout  the  department's  institutions  within  three 
months  after  development  is  complete. 

180.  Close  print  shops  at  MH/MR  institutions. 

An  executive  order  has  been  issued  authorizing  cen- 
tralization of  state  printing  operations.  However,  no  ac- 
tion has  been  taken  to  implement  this  at  the  various 
MH/MR  institutions  which  have  print  shops.  A substantial 
amount  of  the  output  from  MH/MR  facilities  is  the  repro- 


duction of  forms  which  would  normally  be  purchased  or 
prepared  by  the  state. 

Proposed  Approach:  Steps  should  be  taken  to  transfer 
current  printing  activities  to  the  state.  Implementation 
will  permit  the  institutions  to  dispose  of  excess  equip- 
ment, reduce  personnel  and  use  standardized  forms  pur- 
chased in  quantity  by  the  state.  Sale  of  purchased  equip- 
ment should  provide  a one-time  income  of  $1 0,000.  The 
annual  saving  is  estimated  at  $300,000. 

Implementation  Strategy:  Within  six  months,  the  deputy 
secretary,  Management  Services,  should  initiate  a com- 
prehensive review  of  printing  equipment  and  utilization 
at  all  MH/MR  institutions.  A summary  of  the  equipment, 
personnel  and  functions  to  be  retained  as  well  as  those  to 
be  transferred  should  be  prepared  and  local  duplication 
of  forms  available  from  the  state  eliminated.  This  should 
be  done  in  coordination  with  the  Department  of  Property 
and  Supplies.  The  department  should  also  dispose  of 
excess  equipment. 

181 . Install  zone  heating  with  automatic  controls  in 
institution  buildings. 

Most  MH/MR  institutional  buildings  were  built  before 
1955.  Their  present  heating  methods  result  in  an  esti- 
mated 25%  loss  of  energy  and  adds  to  patient/resident 
and  employee  discomfort. 

Proposed  Approach:  To  reduce  costly  energy  loss  and 
provide  a comfortable  environment,  zone  heating  with 
automatic  controls  should  be  installed  in  those  institu- 
tional buildings  where  potential  savings  are  indicated. 
The  structures  must  be  categorized  according  to  age  and 
condition  to  determine  those  suitable  for  possible  installa- 
tion. Cost  versus  benefit  studies  should  be  conducted 
prior  to  installation  of  new  equipment  and  incorporated 
into  a master  plan.  With  an  estimated  8.8-million  square 
feet  of  institutional  space  needing  zone  heating  with  au- 
tomatic controls,  the  one-time  cost  of  implementation 
would  be  $61  9,000.  Eliminating  the  current  25%  energy 
loss  should  provide  an  annual  saving  of  $404,000. 

Implementation  Strategy:  Within  three  months,  the  de- 
puty secretary,  Management  Services,  should  complete 
necessary  studies  of  all  MH/MR  buildings.  Two  months 
later,  a master  plan  should  be  ready  for  approval  by  the 
department  secretary  showing  types  of  buildings,  ages, 
sizes,  locations,  costs  and  benefits.  Once  authorization  is 
given,  installation  work  should  begin. 
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HEALTH,  HOSPITALS 
AND  CORRECTION 

Team  responsibilities  in  this  area  encompassed  three  de- 
partments — Health,  Public  Welfare,  with  an  emphasis 
on  general  hospitals,  and  Justice.  Although  the  operations 
appear  unrelated,  there  is  a common  denominator  of 
public  service.  However,  all  three  of  these  organizations 
suffer  from  unclear  definition  of  overall  goals,  inadequate 
planning,  lack  of  direction  and  poor  ongoing  evaluation 
procedures. 

Specific  areas  studied  in  the  Department  of  Health  in- 
cluded the  Divisions  of  Vital  Statistics  and  Licensure, 
regional  and  district  health  offices,  Elizabethtown  Hospi- 
tal for  Children  and  Youth,  Bureau  of  Laboratories  and 
Donolow  Medical  Center.  A number  of  recom- 
mendations have  been  developed  to  increase  overall  ef- 
fectiveness and  resolve  specific  problems  found  in  these 
areas. 

For  more  than  40  years,  it  has  been  recommended  that  the 
state  remove  itself  from  the  acute  care  hospital  business 
by  disposing  of  the  1 0 state  general  hospitals.  Since  1 972, 
only  one  has  been  closed  and  turned  over  to  the  commu- 
nity, but  not  without  considerable  trauma.  A team  was 
sent  to  study  these  nine  hospitals  as  well  as  the  facility 
which  had  been  turned  over  to  community  operation. 

They  found  the  state  hospitals  to  be  costly  health  care 
providers  which  do  not  meet  the  needs  of  the  areas  they 
are  supposed  to  serve.  Patient  care  is  good,  but  most 
facilities  are  substandard  while  daily  costs  range  from  $1  7 
to  $60  higher  than  those  of  private  hospitals  in  the  area. 

Bureaucratic  administrations,  fragmented  lines  of  author- 
ity and  poorfiscal  managementin  regard  tocredit,  billing, 
collections,  disbursements  and  accounting  have  all  con- 
tributed to  the  financial  difficulties.  Private  hospitals 
could  not  survive  under  such  conditions  and  the  state 
cannot  afford  to  continue  subsidizing  inefficient  opera- 
tions. Health  care  needs  are  being  met  more  effectively 
through  community  resources.  Recognizing  the  difficul- 
ties involved,  the  review  team  has  recommended  a prac- 
tical strategy  for  phasing  the  state  out  of  the  acute  care 
hospital  business  by  1980.  Interim  steps  are  proposed  to 
ease  the  current  financial  drain.  The  confused  relation- 
ships between  the  hospitals  and  the  Departments  of  Pub- 
lic Welfare  and  Health  in  regard  to  operating  criteria  need 
to  be  resolved. 

Operations  of  the  Department  of  Justice  were  reviewed  in 
two  specific  areas:  collection  activities  and  the  Bureau  of 
Correction.  Delinquent  accounts  turned  over  to  the  de- 
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partment  have  grown  from  $ 3 5 - m i 1 1 i o n in  fiscal  1972  to 
$39.6-million  in  fiscal  1975  while  1975  write-offs  ex- 
ceeded $5-million.  Major  improvements  in  collection 
procedures  at  the  agencies  which  provide  services  are 
imperative.  Also,  further  acceleration  of  collection  at- 
tempts is  required. 

Bureau  of  Correction  operations  account  for  approxi- 
mately 80%  of  the  department's  budget.  Team  visits  en- 
compassed eight  correctional  institutions,  Correctional 
Industries,  several  community  service  centers  and  the 
Board  of  Probation  and  Parole. 

The  supplemental  appropriations  of  $4. 8-million  which 
were  needed  in  fiscal  1975  are  symptomatic  of  the 
bureau's  management  problems.  Insufficient  short-  and 
long-range  planning,  crisis  management  and  lack  of  pro- 
gram measurements  have  hampered  operations.  Em- 
phasis on  treatment  programs  over  the  past  few  years  has 
seriously  detracted  from  the  upkeep  of  buildings  and 
equipment  in  most  of  the  correctional  facilities. 

The  objective  of  Correctional  Industries  is  to  operate  a 
profitable  business  which  can  provide  vocational  re- 
habilitation to  inmates.  This  goal  is  not  being  met.  In- 
adequate accounting  and  costing  procedures  provide  a 
misleading  financial  status  and  only  19%  of  the  prison 
population  is  involved  in  the  program.  A new  bureau 
commissioner  has  been  appointed.  The  proposals  pres- 
ented here  should  serve  as  constructive  input  for  revitaliz- 
ing bureau  operations. 

Another  area  which  received  attention  was  the  Youth 
Development  Centers  and  Youth  Forestry  Camps  oper- 
ated for  juveniles.  Based  on  the  average  daily  census,  the 
fiscal  1975  cost  per  youth  in  the  program  was  $20,700. 

This  rate  of  expenditure  is  the  result  of  overstaffing,  inap- 
propriate personnel  mix  and  lack  of  operational  standar- 
dization. Both  the  Department  of  Justice  and  the  Depart- 
ment of  Public  Welfare  are  involved  in  an  attempt  to  care 
for  youths  in  nonadult  facilities.  Utilization  of  other  state 
resources,  deinstitutionalization  and  greater  county  in- 
volvement are  all  potential  solutions  to  the  problems 
which  are  addressed  in  this  report. 


DEPARTMENT  OF  HEALTH 


This  department  is  mandated  to  protect  the  health  of 
Pennsylvania's  citizens.  Personnel  total  1,800  and  oper- 
ated with  a budget  of  $80-million  for  fiscal  1 975  of  which 
$21  -million  were  federal  funds.  The  department  provides 
both  direct  health  services  and  assistance  to 
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municipalities  and  counties  which  do  not  have  their  own 
health  departments. 

The  Department  of  Health  is  responsible  for  planning  and 
coordinating  health  resources  as  well  as  services  such  as 
programs  for  children,  treatment  of  certain  blood  dis- 
eases, programs  for  communicable  diseases,  and  sub- 
sidies for  research  and  development.  The  department's 
secretary  receives  assistance  and  information  from  ap- 
proximately 50  advisory  groups  including  the  Advisory 
Health  Board,  the  Drug,  Device  and  Cosmetic  Board,  the 
Advisory  Committee  for  Clinical  Laboratories  and  the 
Comprehensive  Health  Planning  Advisory  Council. 

In  the  area  of  comprehensive  health  planning,  the  de- 
partment assesses  the  current  status  of  health  care  and 
conducts  informational,  consultative  and  promotional 
activities  leading  to  action  by  public  and  voluntary  agen- 
cies, institutions  and  individuals  to  meet  the  collective 
needs  of  the  citizens  for  preventive  and  health  care  ser- 
vices. Additionally,  the  department  establishes  operating 
standards  and  criteria  for  public  and  private  hospitals. 

The  department  also  maintains  eight  district  health  of- 
fices, 60  state  health  centers  and  20  branch  offices 
throughout  the  state's  67  counties.  Further,  the  depart- 
ment collects,  compiles  and  preserves  all  statistics  of 
marriages,  divorces,  births  and  deaths  in  the  state. 

RECOMMENDATIONS 

182.  Eliminate  four  regional  health  offices  and 
commissioners. 

At  present,  there  are  four  regional  health  offices,  each 
directed  by  a commissioner,  to  implement  department 
programs.  Three  of  the  four  offices  are  further  divided  into 
a total  of  seven  districts,  each  with  a director.  The  man- 
agement level  represented  by  the  commissioners  is  un- 
necessary and  should  be  abolished. 

Proposed  Approach:  The  regional  offices  should  be  elim- 
inated, allowing  the  district  directors  to  report  to  the 
commissioner,  Regional  and  Local  Health.  As  the  com- 
bined staff  for  the  four  offices  totals  1 2 people,  including 
the  commissioners,  the  annual  savings  to  be  realized 
would  amount  to  $330,000. 

Implementation  Strategy:  The  department  secretary 
should  issue  an  executive  order  terminating  the  regional 
operations. 

183.  Reduce  the  clerical  personnel  in  the  depart- 
ment's district  offices  and  health  centers. 

Observation  of  district  offices  and  health  centers  shows  a 
ratio  of  one  clerk  for  every  two  medical  professionals. 
This  is  an  excessively  high  level  of  clerical  support. 


Proposed  Approach:  One  very  active  district  with  eight 
health  centers  is  operating  with  a 24%  clerical  ratio  and 
no  reported  problems.  Therefore,  an  effort  should  be 
made  to  reduce  the  ratio  in  other  department  field  opera- 
tions to  25%  — one  clerk  for  every  three  medical  profes- 
sionals. In  addition,  the  department  should  take  steps  to 
ensure  that  the  work  measurement  study  contracted  for  in 
1 973  is  finished  according  to  the  established  schedule.  If 
the  clerical  ratio  were  reduced  to  25%,  the  annual  saving 
would  amount  to  $475,000  in  state  and  $185,000  in 
federal  funds. 

Implementation  Strategy:  The  department  secretary 
should  authorize  the  commissioner,  Regional  and  Local 
Health,  to  implement  a program  to  reduce  clerical  staff 
levels.  He  should  also  take  steps  to  expedite  the  work 
measurement  study.  Staff  adjustments  should  be  com- 
pleted within  three  months  of  the  receipt  of  the  study 
report. 

184.  Discontinue  surgery  at  Elizabethtown  Hospital 
for  Children  and  Youth. 

The  hospital  has  two  operating  rooms,  one  is  closed  and 
the  other  used  three  days  per  week.  The  growth  of  outpa- 
tient clinics  around  the  state  has  resulted  in  more  surgery 
being  performed  closer  to  the  patient's  home  and  a de- 
crease in  surgery  at  Elizabethtown.  The  number  of  surgi- 
cal procedures  performed  at  the  hospital  has  dropped 
45%  from  698  in  fiscal  1966  to  381  in  calendar  year 
1974. 

Proposed  Approach:  Surgical  services  at  Elizabethtown 
should  be  discontinued  and  all  such  cases  referred  to  the 
Hershey  Medical  Center.  This  would  result  in  surgery 
being  performed  in  a better  equipped  environment  with 
required  backup  personnel.  It  would  also  accelerate  the 
conversion  of  Elizabethtown  to  a regional  comprehensive 
rehabilitation  center  for  children  and  youth.  The  annual 
saving  in  operating  costs  would  be  $203,000. 

Implementation  Strategy:  The  director,  Bureau  of  Chil- 
dren's Preventive  and  Restorative  Services,  should  be 
authorized  by  the  department  secretary  to  negotiate  an 
agreement  with  the  Hershey  Medical  Center  to  handle  all 
surgery  required  by  Elizabethtown.  The  plan  should  be 
ready  in  90  days  and  implementation  accomplished 
within  an  additional  90  days. 

185.  Negotiate  more  favorable  physicians'  agree- 
ments or  dissolve  the  Donolow  Memorial 
Center  when  the  current  contract  ends. 

The  Donolow  Memorial  Center  in  Philadelphia  can  ac- 
commodate 1 50  patient  visits  per  day.  The  present  rate  of 
utilization  is  25  to  50  daily.  All  revenue  received  from 
patients,  insurance  carriers  and  government  benefits  are 
turned  over  to  attending  physicians  while  the  state  pays 


the  center's  operating  expenses.  The  program  was  de- 
signed in  this  manner  to  supply  needed  medical  care  to 
the  area  served  by  the  center.  However,  the  state  should 
not  be  required  to  subsidize  the  operation  if  it  becomes 
profitable  due  to  increased  patient  loads. 

Proposed  Approach:  The  Department  of  Health  should 
renegotiate  the  current  physicians'  agreement  to  provide 
that  15%  of  the  income  will  be  returned  to  the  state  to 
cover  operating  expenses.  At  full  capacity,  this  would 
provide  an  annual  income  of  $40,000.  If  such  an  agree- 
ment cannot  be  reached,  the  center  should  be  closed  and 
patients  referred  to  other  area  clinics  or  its  operations 
should  be  transferred  to  a local  community  group.  All 
receipts  should  be  deposited  to  a single  local  bank  ac- 
count and  payments  disbursed  to  the  physicians  by 
check. 

Implementation  Strategy:  The  secretary,  Department  of 
Health,  should  commence  negotiations  regarding  a new 
contract.  If  unsuccessful,  he  should  investigate  the  possi- 
bility of  transferring  the  center  to  a community  organiza- 
tion or  take  steps  to  phase  it  out. 

186.  Provide  certified  copies  of  vital  statistics  with 
an  automated  retrieval/preparation  system  and 
increase  fees  to  recover  operating  costs. 

Vital  Statistics  is  a division  of  the  Bureau  of  Administrative 
Services  in  the  Department  of  Health.  Its  central  office  is 
in  New  Castle  and  there  are  five  field  units.  Total  staff  is 
193  with  141  working  in  the  central  facility.  An  increase 
of  23  persons  has  been  approved  for  New  Castle.  The 
fiscal  1975  operating  budget  was  $2. 36-million  while 
revenues  totaled  only  $1.1  7-million.  Providing  free  cer- 
tified copies  of  vital  statistics  records  to  veterans  and 
dependents  accounted  for  about  33%  of  the  resulting 
deficit.  Overtime  work  by  the  central  staff  has  reduced  the 
1975  work  backlog  from  40,000  units  to  15,000. 

When  a request  for  a certified  copy  of  a vital  record  is 
made,  the  original  is  located  through  the  index  and  a copy 
prepared  by  typing  information  on  the  appropriate  form 
or  making  an  electrostatic  copy  of  the  original  document. 
Accuracy  is  verified  by  a second  person  and  the  copy 
embossed  with  an  official  seal.  At  the  present  level  of 
800,000  copy  requests  annually,  this  constitutes  a 
monumental  clerical  operation. 

Proposed  Approach:  The  Division  of  Vital  Statistics 
should  be  put  on  a self-sustaining  basis.  This  can  be  done 
by  revising  the  fee  schedule  in  one  of  three  ways:  increase 
fees  for  nonveterans  to  $3  per  copy  and  $1  for  veterans 
and  dependents;  charge  a flat  $2.50  per  copy;  or  raise 
existing  rates  to  $3.50,  retaining  the  free  copy  privilege 
for  veterans.  Regardless  of  which  option  is  chosen,  the 
charge  for  wallet-size  birth  certificates  should  be  raised  to 


$4  to  cover  issuing  costs.  The  additional  income  to  be 
realized  would  amount  to  at  least  $837,000  per  year. 

It  is  also  felt  that  the  authorized  staff  increase  of  23  per- 
sons can  be  eliminated.  With  the  transfer  of  the  operation 
to  New  Castle,  it  was  necessary  to  recruit  an  entirely  new 
clerical  force.  The  experience  which  they  have  gained 
since  the  beginning  of  the  year  should  enable  them  to 
handle  the  projected  work  load  with  no  increase  in  per- 
sonnel. In  addition,  the  division  should  implement  a mic  - 
rofilm system  to  retrieve  and  print  vital  record  informa- 
tion. This  would  be  augmented  by  a central  computer- 
produced  index  to  provide  the  necessary  capability  for 
retrieval  requests.  An  in-depth  study  w'ould  be  required  to 
design  and  implement  a program  which  would  meet 
division  needs  most  effectively.  Implementation  would 
require  a one-time  expenditure  of  $150,000  and  an  an- 
nual cost  of  $50,000.  The  annual  cost  avoidance  in  staff 
requirements  is  estimated  at  $175,000  and  the  annual 
personnel  saving  at  $235,000.  The  net  annual  saving 
would  be  $ 1 85,000. 

Implementation  Strategy:  Proposed  rate  changes  can  be 
implemented  by  executive  action  of  the  secretary,  De- 
partment of  Health.  A legislative  change  in  regard  to  fees 
for  veterans  may  be  required.  To  develop  the  retrieval/ 
preparation  system,  the  deputy  secretary,  Administration, 
should  prepare  a request  for  proposal  to  initiate  an  in- 
depth  study.  This  review  activity  should  be  completed 
within  six  months.  Once  recommendations  have  been 
approved,  bids  should  be  solicited  for  equipment  and 
authorizations  for  required  expenditures  should  be  ap- 
proved. The  entire  process  should  not  take  longer  than 
one  year. 

187.  Contract  with  private  laboratories  to  perform 
tests  not  mandated  to  state  facilities. 

The  Bureau  of  Laboratories  is  mandated  by  law  to  perform 
certain  tests.  However,  these  are  a relatively  small  per- 
centage of  the  total  work  load.  Because  the  salaries  of 
laboratory  employees  are  approximately  25%  higher 
than  those  paid  by  private  facilities,  there  has  been  a 
significant  increase  in  overall  operational  expenditures. 
Substantial  economies  could  be  achieved  by  contracting 
nonmandated  work  to  local  laboratories.  Also,  the 
bureau's  reliance  on  mailed  samples  causes  delays  in 
processing  and  returning  results. 

Proposed  Approach:  Appropriate  testing  services  should 
be  obtained  from  outside  vendors  on  a low  bid,  regional 
basis.  The  regional  concept  will  improve  processing  time 
while  use  of  private  laboratories  will  permit  a reduction  in 
overall  costs  because  of  more  favorable  wage  levels. 
Since  the  bureau  now  inspects  such  facilities  for  licensing 
purposes,  there  will  be  no  adverse  effect  on  quality.  Im- 
plementation will  permit  a reduction  in  the  bureau's  labo- 
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ratory  staff.  An  annual  saving  of  at  least  $830,000  should 
be  realized  in  the  welfare  institution  test  category  alone. 
Total  savings  cannot  be  quantified  because  of  the  lack  of 
regional  test  volume  data. 

Implementation  Strategy:  The  Bureau  of  Laboratories 
should  conduct  a pilot  project  in  one  region  for  a year.  If 
results  are  favorable,  the  concept  should  be  expanded  on 
a statewide  basis.  Per-test  savings  should  be  at  least  35% 
to  40%. 

188.  Establish  inventory  controls  for  Bureau  of 
Laboratories'  supplies. 

Although  physical  safeguards  are  adequate,  there  is  a lack 
of  accounting  controls  in  regard  to  the  bureau's  supplies. 
Records  are  out  of  date  and  inventory  levels  of  some  items 
appear  excessive.  Annual  purchases  amount  to  approxi- 
mately $80,000. 

Proposed  Approach:  A full-time  clerk  should  maintain 
accounting  and  physical  control  over  all  supplies.  Func- 
tions would  involve  keeping  an  accurate  perpetual  inven- 
tory record  with  supporting  documents,  establishing 
maximum  supply  levels  and  identifying  economic  order 
quantities  to  ensure  optimum  return  on  purchasing  dol- 
lars. A multi-part,  pre-numbered  requisition  form  should 
be  used  to  provide  control  and  support  documentation  for 
all  materials  issued.  The  savings  to  be  achieved  through 
improved  inventory  levels  and  purchasing  practices 
should  more  than  offset  the  cost  of  implementation. 

Implementation  Strategy:  The  bureau  director  should  as- 
sign a clerk  to  the  proposed  inventory  control  function. 
This  position  would  be  responsible  for  accounting  and 
physical  control  of  all  supplies. 

1 89.  Require  wholesalers  to  distribute  drugs  and  de- 
vices only  to  licensed  retailers. 

Current  legislation  requires  that  every  manufacturer,  dis- 
tributor and  retailer  of  drugs  and  devices  operating  in  the 
state  register  with  the  Department  of  Health.  A staff  of 
eight  pharmacists  comprises  the  Compliance  Section.  Al- 
though the  registration  program  has  been  extremely  effec- 
tive in  licensing  manufacturers  and  distributors,  less  than 
50%  of  the  retailers  have  complied.  Compliance  person- 
nel cannot  enforce  registration  at  existing  staff  levels. 

Proposed  Approach:  Governing  statutes  should  be 
amended  to  require  wholesalers  to  ascertain  if  retailers 
are  licensed  before  supplying  them  with  drugs  and  de- 
vices. This  will  ensure  that  only  licensed  operations  can 
handle  this  type  of  merchandise  and  should  increase  the 
registration  activity  significantly  without  additions  to  the 
staff.  Initial  licensing  efforts  would  result  in  a one-time 
cost  of  $4,000  to  handle  the  work  load.  However,  the 
increased  annual  income  is  estimated  at  $145,000. 


Implementation  Strategy:  The  department's  deputy  secre- 
tary, Legislation,  should  draft  the  proposed  amendment. 
After  the  initial  registration,  a procedure  should  be  de- 
veloped to  issue  permits  for  staggered  periods  to  avoid 
peak  work  loads. 


STATE  GENERAL  HOSPITALS 


There  are  nine  state  general  hospitals  located  in  areas 
traditionally  associated  with  the  coal  mining  industry.  For 
a number  of  years,  these  institutions  operated  as  charity 
hospitals.  Although  present  charges  are  comparable  to 
community  facilities,  they  are  not  sufficient  to  cover  ex- 
cessive operating  costs  and  the  hospitals  must  be  sub- 
sidized by  the  state.  Over  the  past  three  years,  state  sub- 
sidies have  increased  from  $1 . 7-million  in  fiscal  1 972  to 
$1 1 -million  in  fiscal  1 975.  This  subsidization  is  expected 
to  increase  because  of  high,  fixed  labor  costs.  Salaries  and 
fringe  benefits  in  the  average  community  hospital  ac- 
count for  approximately  65%  of  the  total  operating  cost 
but  encompass  80%  of  the  budget  in  state  general  hospi- 
tals. In  addition,  the  facilities  do  not  compare  well  with 
those  of  community  institutions  and  occupancy  rates  are 
falling.  The  occupancy  rate  for  fiscal  1974  was  61%.  It 
was  57%  in  the  first  eight  months  of  fiscal  1975. 

RECOMMENDATIONS 

1 90.  Discontinue  state  support  and  operations  at  the 
nine  state  general  hospitals. 

The  existing  system  of  state  general  hospitals  is  under- 
utilized and  outmoded.  In  fiscal  1975,  $1 1-million  was 
paid  by  the  state's  taxpayers.  These  facilities  incur  exces- 
sive labor  and  operating  costs  and  suffer  from  poor  collec- 
tion methods,  lack  of  central  control  and  inadequate 
management.  The  basic  problem  is  the  inability  of  a large 
state  organization  to  administer  general  care  hospitals  at 
the  community  level  effectively. 

Occupancy  rates  in  all  hospitals  in  the  geographic  areas 
served  by  the  state  facilities  have  fallen  over  the  past  five 
years.  In  the  state  hospital  system,  the  occupancy  rate  was 
61%  in  fiscal  1974  and  57%  for  eight  months  of  fiscal 
1975.  The  state  facilities  have  a much  higher  operating 
cost  per  patient  day  than  private  hospitals  and  must  be 
subsidized  by  general  fund  appropriations. 

Fiscal  management  is  inadequate  with  accounting,  bill- 
ing, collection  and  disbursement  operations  divided  be- 
tween the  institutions  and  various  groups  in  Harrisburg. 
Write-offs  of  uncollectible  bills  exceeded  $1 -million  for 
fiscal  1975. 


With  the  exception  of  Connellsville  and  Philipsburg,  the 
state  general  hospitals  are  concentrated  in  the  northeast 
part  of  Pennsylvania.  Only  three  are  what  could  be  con- 
sidered modern  facilities.  With  declining  patient  ratios, 
the  counties  served  by  these  institutions  presently  have 
hospital  beds  which  are  up  to  1 9%  in  excess  of  projected 
1 978  requirements. 

Although  state  hospital  charges  equal  or  exceed  area 
averages  in  most  instances,  operating  costs  are  such  that 
state  subsidies  must  be  provided  each  year.  In  the  latest 
available  report  — covering  the  period  ending  June  30, 
1974  — the  state  hospital  average  cost  per  patient  day 
was  $1  1 0.62  compared  to  $80.59  for  comparable  private 
facilities.  Some  of  the  difference  is  attributable  to  labor 
costs.  In  their  geographic  areas,  state  hospitals  pay  a 
much  higher  wage  than  private  ones  for  the  same  em- 
ployee skills.  Also,  since  administrative  posts  are  filled  by 
political  appointment,  hospital  administrators  in  some 
cases  lack  the  necessary  experience  to  run  operations 
efficiently.  Operating  statements  which  show  both  in- 
come and  expense  are  not  prepared.  Those  costs  which 
are  compiled  by  the  department's  comptroller  do  not 
include  depreciation  and/or  interest  expenses.  Overall, 
the  condition  of  the  physical  plants  suffers  in  comparison 
with  available  private  facilities.  Further,  718  of  a total 
1,285  beds  are  in  wards,  making  accommodations  less 
than  desirable. 

Proposed  Approach:  Pennsylvania  should  cease  its  at- 
tempts to  serve  as  a provider  of  acute  hospital  care.  In- 
stead, private,  nonprofit,  community-oriented  institutions 
should  be  developed  under  local  management.  These 
would  be  responsive  to  local  health  care  needs  and  could 
operate  under  area  wage  scales  correlated  to  the 
economic  condition  of  each  institution.  To  accomplish 
this  transition,  the  following  steps  should  be  taken: 

• Transfer  the  administrative  responsibility  for  the  nine 
state  general  hospitals  from  the  Department  of  Public 
Welfare  to  the  Department  of  Health . 

• Appoint  a special  assistant  to  the  secretary,  Depart- 
ment of  FHealth,  to  supervise  the  hospitals  and  im- 
plement this  proposal.  This  person  must  be  a trained, 
experienced  hospital  administrator. 

• Establish  a comprehensive  total  health  care  plan  for 
each  area  served  by  a state  general  hospital.  These 
facilities  may  or  may  not  remain  as  part  of  the  overall 
program. 

• Coordinate  enabling  legislation  to  provide  authority 
and  requirements  to  implement  community  health 
plans  using  local  or  private  nonprofit  corporations. 
This  activity  will  include  appropriating  necessary 
funds. 


• Assist  in  incorporating  each  community  group  and 
execute  a formal  transfer  of  facilities  as  required  by 
the  governing  statutes. 

• Coordinate  funds  and  financing  to  include  transi- 
tional monies,  conversion/renovation  funds  and  a 
percentage  of  deficit  financing  over  a short  period. 

Two  elements  are  vital  in  implementing  this  approach. 
First,  there  must  be  a policy  statement  and  ensuing  com- 
mitment from  the  Governor  establishing  the  overall  ob- 
jective of  more  complete,  efficient  health  care  in  each 
area.  Second,  the  comprehensive  health  care  plans  must 
be  a result  of  joint  determinations  by  community  plan- 
ning committees,  the  state  and  private  health  care  organi- 
zations. Cooperation  from  each  local  group  is  essential  in 
accomplishingthe  objectives  of  this  proposal.  The  special 
assistant  will  operate  under  the  secretary,  Department  of 
Health,  to  complete  transfer/conversion  plans  within  a 
five-year  period.  This  person  will  function  as  the  state's 
representative  in  developing  the  community  health  plans. 

As  the  new  private  organizations  are  established,  they 
will  probably  require  a year  or  two  to  become  self- 
sustaining.  During  this  period,  the  state  should  provide 
within  prescribed  limits  a deficit  financing  guarantee  of 
1 00%  the  first  year,  75%  the  second  and  50%  during  the 
third  and  final  year.  In  almost  all  cases  where  continued 
use  of  hospital  buildings  is  involved,  a lease  arrangement 
will  be  required.  Implementation  will  entail  a one-time 
expenditure  of  $950,000.  However,  anticipated  annual 
savings  would  amount  to  $9. 25-million. 

Implementation  Strategy:  The  success  of  this  proposal  is 
contingent  upon  adherence  to  a strict  schedule  for  two 
key  actions.  First,  all  enabling  and  appropriation  legisla- 
tion should  be  completed  by  1978. 

Second,  if  conversion  or  modernization  is  required,  the 
General  Assembly  must  appropriate  the  necessary  funds 
before  January  1,  1978,  for  each  locality.  The  General 
Assembly  mustalso  repeal  Public  Law  681  which  restricts 
the  lease  or  sale  of  state-owned  general  hospitals.  If  the 
hospitals  are  not  transferred  to  community  operation  by 
January  1 , 1 979,  they  should  be  closed  by  the  end  of  that 
year. 

191.  Develop  a staffing  pattern  and  position  re- 
quirements for  nursing  personnel  in  the  state 
general  hospitals. 

Staffing  in  state  general  hospitals  is  based  on  the  au- 
thorized complement.  No  apparent  effort  is  made  to  de- 
termine actual  position  requirements,  particularly  in  re- 
gard to  nursing  personnel.  There  appears  to  be  a dispro- 
portionate use  of  highly  paid  registered  nurses  in  prefer- 
ence to  licensed  practical  nurses,  nursing  auxiliaries  and 
ward  clerks. 
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Proposed  Approach:  An  independent  study  was  made  for 
Scranton  General  Hospital  to  decrease  utilization  of  nurs- 
ing personnel  for  nonnursing  and  clerical  activities.  Bas- 
ing staffing  patterns  on  similar  evaluations  for  the  other 
eight  hospitals  should  provide  a combined  annual  saving 
of  $500,000. 

Implementation  Strategy:  The  secretary,  Department  of 
Public  Welfare,  should  direct  each  hospital  administrator 
to  implement  an  analysis  of  nursing  personnel  require- 
ments. The  administrators  should  then  establish  proper 
ratios  for  their  nursing  staffs  based  on  the  results  of  these 
evaluations. 

192.  Close  the  nursing  schools  in  four  state  general 
hospitals. 

The  state  is  conducting  nursing  schools  in  its  general 
hospitals  at  Ashland,  Hazleton,  Scranton  and  Philipsburg. 
None  of  these  hospitals  have  openings  for  the  graduates. 
As  a result,  the  facilities  are  training  nurses  they  cannot 
hire  and  increasing  the  overall  per  diem  patient  costs.  The 
total  expenditure  for  the  schools  is  approximately  $2.4- 
million  annually.  Tuition  income  amounts  to  almost 
$335,000,  but  none  of  the  revenue  is  used  to  meet  hospi- 
tal operating  costs. 

Proposed  Approach:  Nursing  curriculums  are  available  at 
various  community,  state  and  private  colleges.  Therefore, 
the  hospital  schools  should  be  closed.  An  annual  saving 
of  at  least  $1 .25-million  would  result. 

Implementation  Strategy:  The  department  secretary 
should  authorize  the  closing  of  these  schools  over  a one- 
year  period. 

193.  Establish  a temporary,  decentralized  fiscal 
management  information  system  at  the  state 
general  hospitals. 

Financial  analysis  is  not  being  utilized  effectively  in  the 
state  general  hospital  system.  Standardization  of  financial 
data  reporting  is  nonexistent  so  it  is  difficult  to  evaluate 
hospital  performance  either  against  its  past  performance 
or  similar  state  and  private  institutions.  At  present,  depre- 
ciation and  debt  service  charges  are  not  included  in 
operating  costs.  Hospital  administrators  do  not  receive 
fiscal  information  until  the  tenth  working  day  of  a suc- 
ceeding month,  making  it  impossible  to  prepare  meaning- 
ful operating  statements.  Collection  practices  and  inven- 
tory control  also  require  improvement.  As  a change  has 
been  proposed  in  the  general  hospital  system,  it  is  felt  that 
a temporary  means  of  providing  fiscal  management  in- 
formation should  be  provided  during  the  period  of  the 
changeover. 

Proposed  Approach:  Essential  fiscal  information  — in  a 
business  format  oriented  to  the  health  care  industry  — 


should  be  available  to  hospital  administrators  within  five 
working  days  after  the  close  of  each  accounting  period. 
Periodic  billings  should  be  accelerated  to  ensure  that  all 
open  accounts  receive  statements  at  prescribed  intervals. 
The  goal  would  be  to  utilize  existing  systems  and  equip- 
ment — adding  to  them  only  when  absolutely  necessary 
— to  provide  an  effective  system  of  decentralized  fiscal 
information  for  use  on  a temporary  basis.  Implementation 
would  require  the  following  actions: 

• The  resident  accountant  should  prepare  and  main- 
tain an  accrual  basis  set  of  financial  records  including 
estimates  of  depreciation  and  interest  costs. 

• A monthly  statement  of  operations  should  also  be 
prepared  by  the  resident  accountant,  using  the  ac- 
crual basis  worksheets,  no  later  than  the  fifth  working 
day  of  the  succeeding  month. 

• The  credit  manager  should  supply  an  overall  ac- 
counts receivable  aging  breakdown  with  balances 
shown  by  category  and  source  of  payment  on  a 
monthly  basis. 

• Individual  accounts  should  be  grouped  under  the 
name  and  social  security  number  of  the  person  re- 
sponsible for  the  payment  to  reduce  the  volume  of 
ledger  cards  and  monthly  statements. 

• Provide  identification  cards  for  all  patients  which 
include  social  security  numbers  for  rapid  credit 
checks. 

• A peg-board  system  should  be  used  to  provide  im- 
mediate invoicing  for  outpatient  services  and  an  ag- 
gressive attempt  should  be  made  to  collect  at  the  time 
care  is  given.  Annual  cost  would  be  $6,300. 

• Pre-numbered,  multi-part  requisitions  should  be 
used  to  control  the  flow  of  inventory  items. 

Although  no  specific  savings  are  identified,  implementa- 
tion should  provide  significantly  improved  fiscal  man- 
agement in  the  hospitals. 

Implementation  Strategy:  A directive  should  be  issued  by 
the  appropriate  department  secretary  to  authorize  action 
by  the  hospital  administrators.  Implementation  should 
require  two  months. 

1 94.  Use  the  income  and/or  principal  from  its  trusts 
and  bequests  for  the  benefit  of  Connellsville 
State  General  Hospital. 

This  hospital  has  been  the  beneficiary  of  three  separate 
bequests  and  the  principal  and  income  amounts  have 
increased  by  more  than  $330,000  since  the  original 
grants  were  made.  The  income  is  not  being  used  to  meet 
hospital  expenses.  Instead,  these  amounts  are  being  rein- 
vested to  build  up  the  trust  funds. 
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Proposed  Approach:  If  the  intent  of  the  bequests  was  to 
establish  a fund  to  pay  hospital  expenses,  then  this  pur- 
pose should  be  fulfilled.  A determination  should  be  made 
as  to  whether  the  money  belongs  to  the  hospital  or  the 
state.  A decision  in  this  regard  will  be  critical  if  ownership 
of  the  institution  is  transferred  to  a local  nonprofit  corpo- 
ration. Use  of  the  trusts  would  provide  the  state  with  a 
one-time  income  of  $330,000  and  an  annual  investment 
income  of  $35,000. 

Implementation  Strategy : The  terms  and  conditions  of  the 
various  bequests  should  be  determined  by  legal  counsel 
in  the  Department  of  Public  Welfare  or  the  Department  of 
justice.  Based  on  the  opinions  rendered,  the  hospital 
administrator,  with  the  approval  of  the  trustees,  should 
implement  transfer  of  the  funds  to  appropriate  hospital 
accounts.  The  auditor  general  should  make  annual  audits 
to  ensure  that  funds  are  being  used  as  intended. 


DEPARTMENT  OF  JUSTICE 


This  department  represents  the  state  in  civil  and  criminal 
matters  to  which  it  is  a party  and  provides  legal  counsel  to 
other  departments  and  agencies.  It  enforces  compliance 
with  civil  rights  laws,  maintains  a state  system  for  custody 
and  rehabilitation  of  convicted  criminals  and  assists  in  the 
improvement  of  the  juvenile  court  system.  The  depart- 
ment is  administered  by  the  attorney  general  and  employs 
approximately  3,500  personnel.  Its  annual  operating 
budget  was  about  $70. 7-million  for  fiscal  1975. 

RECOMMENDATIONS 

195.  Clarify  responsibilities  of  assistant  attorneys 
general  assigned  to  state  agencies. 

There  are  approximately  350  assistant  attorneys  general 
assigned  to  various  state  agencies.  Most  spend  80%  of 
their  time  working  for  the  agency  and  are  paid  20%  of 
their  weekly  salary  for  each  day  worked.  There  have  been 
instances  where  such  personnel  have  not  performed  satis- 
factorily, but  there  are  no  definite  procedures  for  an 
agency  to  report  its  dissatisfaction  to  the  attorney  general. 

Proposed  Approach:  The  attorney  general  should  estab- 
lish specific  performance  standards  for  these  assistants 
and  should  provide  a mechanism  for  agencies  to  use  in 
reporting  unsatisfactory  personnel.  Although  the  annual 
performance  review  should  receive  more  attention  as  a 
means  of  evaluating  progress,  the  attorney  general  should 
be  notified  immediately  of  any  dissatisfaction. 

Implementation  Strategy:  The  attorney  general  should 
prepare  and  distribute  guidelines  to  the  departments, 


agencies  and  assistant  attorneys  general  within  a period 
of  about  three  months. 

196.  Improve  collection  procedures  for  delinquent 
accounts  due  the  state. 

The  Commonwealth  Collections  Division  acts  as  the 
state's  bill  collector.  If  an  account  is  more  than  90  days 
overdue,  it  is  turned  over  to  this  division.  However,  the 
agency  originating  the  request  for  collection  is  expected 
to  exercise  adequate  efforts  on  its  own  behalf  before 
taking  this  action.  This,  unfortunately,  is  not  always  the 
case  and  many  claims  received  by  the  division  are  several 
months  overdue. 

For  the  first  1 0 months  of  fiscal  1 975,  the  Commonwealth 
Collections  Division  received  $1 4-mi  1 1 ion  in  new  claims, 
collected  $7. 5-million  and  wrote  off  $4. 9-million.  Ap- 
proximately $3. 8-million  or  78%  of  the  year-to-date 
writeoffs  were  on  past  due  hospital  accounts.  This  is 
because  of  the  inadequacy  of  the  hospital's  collection 
procedures. 

Underthe  present  system,  claims  remain  under  the  hospi- 
tal's jurisdiction  well  in  excess  of  90  days  while  division 
collection  efforts  require  an  additional  90  days  before 
being  referred  to  a department  attorney. 

Proposed  Approach:  Collection  efforts  must  be 
strengthened  and  streamlined  at  both  the  agency  and 
division  level.  Agencies  must  initiate  morestringentclient 
credit  determinations  prior  to  providing  services.  Using  a 
patient's  social  security  number  to  identify  past  credit 
history  at  the  hospital  would  provide  more  accurate  in- 
formation. Under  the  proposed  system,  a reminder  would 
be  sent  by  the  agency  to  the  client  20  days  after  an 
account  became  due.  If  no  action  resulted,  a letter  would 
be  sent  15  days  later.  Personal  contact  should  begin  10 
days  later.  At  this  point,  an  account  would  only  be  45 
days  delinquent.  Once  a bill  is  90  days  overdue,  it  must 
be  referred  to  the  Department  of  Justice.  Documentation 
covering  the  agency's  collection  efforts  should  accom- 
pany the  referral. 

Once  the  Commonwealth  Collections  Division  is  notified 
of  an  overdue  account,  it  should  inform  the  debtor  that 
the  account  has  been  turned  over  to  the  Department  of 
Justice.  If  no  action  has  been  taken  within  20  days,  a 
stronger  letter  should  be  sent  and  20  days  following  that,  a 
third  letter.  This  final  notice  should  advise  the  client  that 
suit  will  be  initiated  unless  action  is  taken  within  a period 
of  10  days. 

At  the  end  of  this  grace  period,  the  account  should  be 
referred  to  a department  attorney  for  action.  Complete 
documentation  on  all  collection  efforts  should  be  pro- 
vided so  the  department  can  follow  up  with  any  agencies 
whose  activities  are  deemed  insufficient. 
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Since  March  1974,  each  claim  entered  into  the  com- 
puterized accounting  system  has  been  coded  to  identify 
the  referring  agency  but  batched  so  that  individual  institu- 
tions or  types  cannot  be  identified.  An  additional  step  in 
the  coding  would  permit  identification  of  individual 
agencies,  institutions  or  hospitals.  Consideration  should 
also  be  given  to  increasing  the  minimum  claim  size  to 
$25.  Using  the  patient's  social  security  number  for  iden- 
tification would  ensure  that  multiple  small  claims  against 
a single  person  are  not  dropped.  Implementation  of  the 
proposed  collection  program  should  result  in  a 30%  im- 
provement in  revenues.  Based  on  projected  col  lections  of 
$9-million  for  fiscal  1 975,  the  additional  annual  income 
would  be  $2. 7-million. 

Implementation  Strategy:  The  attorney  general  should 
inform  the  various  department  secretaries  of  the  need  to 
conform  to  governing  statutes  on  prompt  submission  of 
overdue  accounts.  The  secretaries  should  then  take  ac- 
tion to  improve  col  lection  efforts  in  their  respective  areas. 

The  deputy  attorney  general  should  initiate  changes  in  the 
computerized  accounting  system  to  produce  reports  by 
specific  agencies  and  required  subgroups.  Implementa- 
tion should  be  complete  within  90  days. 

197.  Terminate  the  EDP  contract  with  Camp  Hill. 

The  Commonwealth  Collections  Division  purchases  data 
processing  services  from  a center  at  Camp  Hill  run  by 
Correctional  Industries.  It  is  staffed  by  civilian  employees 
and  inmates  who  are  being  trained  as  programmers  and 
computer  operators  under  a rehabilitation  program. 

While  the  annual  charge  for  this  service  was  $24,000,  the 
new  contract  calls  for  an  increase  to  $35,000.  A combina- 
tion of  inefficient  staff  and  underutilization  of  outdated 
equipment  has  resulted  in  excessive  costs  for  the  service. 
Turnaround  time  averages  10  to  14  days. 

Proposed  Approach:  A proposal  has  been  submitted  by 
the  Central  Management  Information  Center  (CMIC)  to 
provide  the  required  services  at  an  annual  cost  of  $14,500 
plus  a one-time  conversion  charge  of  $4,500.  It  should  be 
accepted. 

CMIC  can  provide  turnaround  time  of  three  to  five  days, 
improved  staff  capabilities  and  more  modern  equipment 
to  meet  future  programming  needs.  Receiving  informa- 
tion five  days  earlier  will  improve  collection  efforts  and 
should  generate  an  annual  increase  in  incomeof  $7,500. 

Implementation  Strategy:  The  attorney  general  should 
terminate  the  existing  contract  and  purchase  EDP  services 
from  CMIC.  A proposal  has  been  made  in  Correctional 
Industries  to  phase  out  the  data  processing  center  at  Camp 
Hill. 


CORRECTIONAL 

INSTITUTIONS 

The  Bureau  of  Correction  maintains  a system  of  eight 
correctional  institutions  and  14  community  service  cen- 
ters to  provide  custody  and  treatment  for  individuals  sen- 
tenced by  the  courts.  Emphasis  in  the  institutions  is  on 
academic  and  vocational  education;  classificiation  and 
treatment  of  offenders;  employment  in  the  Industries  Di- 
vision; work  and  community-oriented  programs.  The  fis- 
cal 1975  budget  was  $59. 7-million,  including  $2.1- 
million  in  federal  funds.  The  bureau  has  approximately 
2,700  employees.  The  institutional  population  is  approx- 
imately 7,000,  an  increase  from  6,000  in  1974. 

RECOMMENDATIONS 

1 98.  Revise  the  organization  structure  of  the  Bureau 
of  Correction  to  ensure  effective  delivery  of 
correctional  services. 

The  present  organization  structure  of  the  Bureau  of  Cor- 
rection is  illustrated  by  the  chart  at  top  right.  It  inhibits 
h i bits  both  communication  and  accomplishment  of 
bureau  goals.  Of  the  24  management  personnel  who 
report  to  the  bureau's  commissioner,  1 4 are  located  in  the 
field,  making  effective  control  difficult.  Program  de- 
velopment does  not  include  sufficient  planning,  resulting 
in  unbudgeted  expenses.  Written  communications  from 
the  central  office  sometimes  overlap,  causing  unneces- 
sary effort  and  confusion.  Policies  and  practices  vary  in 
the  institutions  and  community  service  centers  while  con- 
tinuity of  services  between  the  two  are  inadequate.  Fiscal 
control  in  the  community  service  centers  is  vague  and 
staffing  is  excessive. 

Senate  Bill  1 32,  if  passed,  would  create  a Department  of 
Correction.  This  new  organization  would  combine  the 
Bureau  of  Correction  and  the  Board  of  Probation  and 
Parole.  A chart  showing  the  board's  present  structure  is 
shown  at  bottom  right.  Generally,  both  organizations 
look  on  the  proposed  merger  as  a step  towards  providing 
much  needed  continuity  of  service  in  the  correctional 
process.  A steering  committee,  under  the  direction  of  the 
lieutenant  governor,  has  been  formed  to  develop  an  effec- 
tive organization  structure  which  can  deliver  correction 
services  from  the  pre-sentence  phase  through  probation 
and  parole.  Considerable  efficiency  and  economy  should 
also  be  available  through  consolidation  of  administrative 
activities  and  regional  operations. 

Proposed  Approach:  The  structure  of  the  Bureau  of  Cor- 
rection should  be  revised  to  include  activities  of  the  exist- 
ing Board  of  Probation  and  Parole.  The  resulting  Depart- 


merit  of  Correction  should  encompass  the  responsibilities 
outlined  in  Senate  Bill  1 32  and  the  department  secretary 
should  be  appointed  as  quickly  as  possible  after  legisla- 
tive enactment. 

Under  the  revised  organization  illustrated  by  the  pro- 
posed chart  on  page  76,  a policy  board  would  be  estab- 
lished to  develop  and  define  the  mission,  goals  and  objec- 
tives of  the  department.  The  board  would  include  the 
department  secretary,  the  executive  directors,  Programs 
and  Facilities,  Administration  and  Industries  as  well  as  the 
three  area  directors.  Its  duties  would  be  to  ensure  that 
services  were  being  delivered  uniformly  and  with  con- 
tinuity throughout  the  state. 


Three  areas  — western,  central  and  eastern  — should  be 
established  to  control  corrections  service  deliveries.  Each 
director,  working  within  guidelines  established  by  the 
policy  board,  would  have  full  responsibility  for  opera- 
tions in  his  area.  Services  would  be  delivered  through 
institutions,  regional  facilities,  community  service  centers 
and  probation  and  parole  centers.  The  department's  cen- 
tral office  would  provide  the  area  directors  with  needed 
technical  and  program  support.  An  area  comptroller 
would  be  responsible  for  all  fiscal  activities  and  would 
report  to  the  director  and  the  executive  director,  Adminis- 
tration. Existing  business  managers  at  the  various  institu- 
tions would  be  reclassified  as  accountants  and  would 
report  to  the  area  comptrollers. 
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An  executive  director,  Industries,  would  be  responsible 
for  correctional  industry  activities.  A volunteer  board  of 
advisors  should  be  appointed  by  the  Governor  to  provide 
business  guidance  and  program  evaluations.  Staff  activi- 
ties relating  to  correction  services  would  be  grouped 
under  the  executive  director,  Programs  and  Facilities. 
Operations  would  encompass  four  divisions:  Parole  Sup- 
port Services,  Operations,  Program  Services  and  Train- 
ing. The  executive  director,  Administration,  would  also 
supervise  four  divisions:  Fiscal  Management,  Personnel, 
Management  Systems  and  Resident  Records.  In  order  to 
provide  much  needed  planningcapabilities,  an  executive 
director,  Planning  and  Evaluation,  would  assume  respon- 
sibility for  developing  long-range  goals  and  implementa- 
tion procedures  for  approval  by  the  policy  board. 

Implementation  should  make  it  possible  to  eliminate  du- 
plicate positions  and  reduce  overall  staff  levels  by  5%  or 
170  persons.  This  would  result  in  an  annual  saving  of 
$2. 52-million. 

Implementation  Strategy:  The  attorney  general  should 
present  the  proposed  organization  plans  for  review  and 


evaluation  by  the  Lieutenant  Governor  and  the  steering 
committee. 

199.  Consolidate  diagnostic  and  classification  as- 
sessment activities  for  incoming  inmates. 

Diagnostic  and  classification  assessment  activities  were 
previously  performed  for  all  inmates  at  two  centers,  one 
in  Pittsburgh  and  one  in  Philadelphia.  Following  re- 
gionalization of  correctional  services,  these  respon- 
sibilities were  transferred  to  the  individual  institutions. 

This  decentralization  has  resulted  in  inefficient  use  of 
personnel  and  facilities.  In  many  cases,  the  resulting 
diagnostic  and  classification  assessment  activities  are  of 
lower  quality. 

Proposed  Approach:  The  bureau  should  return  to  the  use 
of  centralized  assessment  units  for  male  offenders. 
Women  prisoners  should  be  provided  with  similar  ser- 
vices at  Muncy.  Consolidation  would  improve  program 
quality  and  permit  a reduction  of  14  administrative  em- 
ployees for  an  annual  saving  of  $228,000. 
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Implementation  Strategy:  The  commissioner,  Bureau  of 
Correction,  should  authorize  the  proposed  consolidation. 
The  Planning  and  Research  Division  would  assume  re- 
sponsibility for  initial  planning  while  the  Program  Divi- 
sion would  implement  and  coordinate  the  project. 

200.  Replace  existing  training  academies  with  one 
central  facility. 

The  bureau  now  receives  federal  funding  to  conduct  a 
comprehensive  training  program  for  both  bureau  and 
county  correctional  personnel.  Training  is  provided  at 
three  academies.  The  rationale  for  these  multiple  sites 
was  the  supposed  reluctance  of  county  personnel  to  leave 
their  own  area  for  training.  In  fiscal  1974,  only  120 
county  employees  attended  academy  classes.  Reasons 
include:  differences  of  opinion  at  state  and  local  levels 
regarding  training  needs;  high  county  turnover  rates;  ina- 
bility of  county  organizations  to  free  personnel  for  ex- 
tended training;  personal  hardship  for  staff  electing  to 
attend  academies.  As  a result,  academy  facilities  are  over- 
staffed and  underutilized. 

Proposed  Approach:  To  remedy  this,  the  academies 
should  be  consolidated  into  one  facility,  probably  at 
Camp  Hill.  Based  on  current  projections,  the  training  load 
should  be  approximately  350  persons  per  year  for  one- 
week  orientations;  150  per  year  for  two  weeks  of  basic 
training;  and  120  per  year  for  one-week  refresher  and 
advanced  training  courses.  With  class  sizes  of  30,  20  and 
1 0,  respectively,  this  would  provide  a training  year  of  40 
weeks.  The  staff  from  one  academy  should  be  retained 
and  augmented  by  one  mobile  training  instructor  to  serve 
the  needs  of  county  personnel.  County-level  activities 
could  be  supplemented  by  instruction  at  community  col- 
leges, correspondence  courses  and  recommended  read- 
ing programs.  Academy  training  could  be  offered  as  an 
alternative  to  local  programs.  Three  training  coordinators 
would  oversee  activities  on  a regional  basis  — supplant- 
ing the  existing  coordinators  at  each  state  correctional 
institution.  Elimination  of  excess  personnel  would  pro- 
vide a net  annual  saving  of  $150,000. 

Implementation  Strategy:  Following  appropriate  an- 
nouncements by  the  commissioner,  implementation 
should  be  handled  by  the  central  office  training  coor- 
dinator in  the  Bureau  of  Correction.  Phasing  out  two  of 
the  three  academies  should  be  accomplished  over  a six- 
month  period. 

201.  Eliminate  Department  of  Education  principals 
at  each  correctional  institution. 

An  educational  staff  is  provided  to  each  correctional  in- 
stitution under  contract  with  the  Department  of  Educa- 
tion. One  person  is  the  equivalent  of  a school  principal 
although  the  Bureau  of  Correction  also  provides  a princi- 


pal in  each  location  to  oversee  the  program.  This  is  an 
unnecessary  duplication  of  activity. 

Proposed  Approach:  As  personnel  from  the  Bureau  of 
Correction  are  also  responsible  for  institutional  discipline 
and  security,  the  principals  under  the  jurisdiction  of  the 
Department  of  Education  should  be  eliminated.  Dupli- 
cate personnel  to  be  terminated  would  include:  seven 
Department  of  Education  principals  at  the  correctional 
institutions;  one  of  the  two  Bureau  of  Correction  princi- 
pals at  Camp  Hill;  the  supervisor  of  the  vocational  pro- 
gram at  Rockview  (responsibilities  would  be  assumed  by 
the  person  in  charge  of  the  academic  activities);  the  two 
supervisors  of  the  New  View  college  programs  (their 
duties  could  be  assumed  by  the  deputy  superintendent, 
Treatment).  Implementation  would  eliminate  duplicate 
or  unnecessary  supervisory  positions  for  an  annual  saving 
of  $218,000. 

Implementation  Strategy:  The  commissioner,  Bureau  of 
Correction,  should  request  the  removal  of  all  Department 
of  Education  principals  and  should  instruct  the  superin- 
tendents at  Camp  Hill  and  Rockview  to  terminate  excess 
bureau  supervisors. 

202.  Establish  equitable  personnel  policies  and  pro- 
cedures for  all  correctional  institutions. 

An  examination  of  staffing  levels  at  the  various  correc- 
tional institutions  shows  a number  of  inequities.  In  some 
cases,  employees  are  working  in  jobs  which  are  below 
their  designated  classification,  but  being  paid  at  the 
higher  level.  The  cause  is  an  apparent  lack  of  formalized 
policies  and  procedures  to  specify  the  types  of  job  clas- 
sifications and  level  of  personnel  required  at  each  correc- 
tional institution. 

Proposed  Approach:  Written  procedures  should  be  de- 
veloped and  enforced  in  regard  to  staffing  requirements 
for  all  correctional  institutions.  Periodic  reviews  and  au- 
dits should  be  conducted  to  ensure  compliance.  Consis- 
tent staffing  patterns  would  improve  employee  morale, 
define  promotional  opportunities  and  ensure  equitable 
classifications  and  compensation  for  institution  person- 
nel. If  the  37  employees  now  working  out  of  classification 
were  reassigned,  the  annual  salary  saving  would  be 
$161 ,000.  An  in-depth  study  is  required  to  determine  the 
full  extent  of  potential  benefits. 

Implementation  Strategy:  The  commissioner,  Bureau  of 
Correction,  should  direct  the  Personnel  Management  Di- 
vision to  develop  and  implement  written  procedures  cov- 
ering all  staff  positions  in  correctional  institutions.  Institu- 
tion superintendents  should  be  directed  to  eliminate  the 
practice  of  filling  positions  with  out-of-classification  em- 
ployees. Steps  should  be  taken  to  correct  those  situations 
which  currently  exist. 
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203.  Require  corrections  officers  and  matrons  to 
retire  at  age  60  and  to  undergo  annual  physical 
examinations  beginning  at  age  40. 

Approximately  55%  of  the  total  correctional  institutions' 
personnel  complement  are  guards.  These  corrections  of- 
ficers and  matrons  must  be  in  good  physical  condition  to 
handle  the  demands  of  their  work.  It  is  potentially 
dangerous,  as  well  as  inefficient,  to  employ  guards  who, 
because  of  age  or  physical  condition,  cannot  meet  all  the 
requirements  of  a security  position. 

Proposed  Approach:  Beginning  at  age  40,  all  corrections 
officers  and  matrons  should  be  required  to  pass  a physical 
examination  on  an  annual  basis.  Mandatory  retirement 
should  be  required  at  age  60  with  continuance  of  the 
present  option  to  retire  at  age  50  after  25  years  of  service. 
Alternate  employment  might  be  offered  selected  person- 
nel who  can  no  longer  meet  the  physical  demands  of 
guard  duty.  Implementation  would  improve  efficiency, 
eliminate  overstaffing  and  protect  the  health  of  employ- 
ees involved  in  this  hazardous  occupation. 

Implementation  Strategy:  The  commissioner,  Bureau  of 
Correction,  should  have  a detailed  proposal  on  manda- 
tory retirement  prepared  in  cooperation  with  the  state's 
bargaining  agent  for  submission  at  the  next  union  negotia- 
tion meeting.  A program  of  annual  physical  examinations 
should  be  designed  and  implemented  immediately. 

204.  Reduce  the  amount  of  overtime  worked  by  cor- 
rections officers  at  the  various  state  correc- 
tional institutions. 

Approximately  80%  of  the  total  overtime  at  correctional 
institutions  is  paid  to  corrections  officers.  For  fiscal  1 975, 
this  amount  was  $4. 1 -million.  There  are  several  reasons 
for  this  excessive  use  of  overtime.  First,  the  number  of 
officers  is  determined  by  the  Bureau  of  Correction.  There 
have  been  almost  no  new  positions  authorized  within  the 
past  two  years  despite  additions  of  new  programs  and 
posts  which  require  manning  by  officers.  These  addi- 
tional duties  are  carried  out  by  present  staff  on  overtime. 
Second,  all  officers  not  on  duty  because  of  vacations,  sick 
or  personal  leave  must  be  replaced  by  other  personnel  on 
overtime.  The  use  of  sick  leave  in  1974  averaged  12.6 
days  — obviously  an  abuse  of  this  benefit. 

Proposed  Approach:  Several  methods  should  be 
employed  to  reduce  current  overtime  levels.  Temporary 
help  — paid  at  straight  time  — should  be  used  to  replace 
officers  on  vacation  or  extended  sick  leave.  The  sick  leave 
policy  should  be  strictly  enforced.  Proof  of  illness  should 
be  required  with  a follow-up  by  a state  doctor.  The  policy 
of  counting  personal  and  sick  days  as  time  worked  in 
calculating  overtime  should  be  discontinued.  The  institu- 
tions and  the  Bureau  of  Correction  should  identify  all 


necessary  posts  at  each  facility.  Staff  requirements  for 
new  programs  should  be  included  in  the  budgets  forthese 
activities.  Such  programs  should  not  be  established  un- 
less they  can  be  justified.  The  linear  programming  model 
now  in  existence  should  be  updated  to  define  optimum 
staffing  versus  overtime.  Implementation  of  these  propos- 
als should  provide  an  annual  saving  of  $1 .1 1 -million  in 
reduced  overtime  expenditures. 

Implementation  Strategy:  To  carry  out  this  program,  the 
commissioner,  Bureau  of  Correction,  should  authorize 
the  institutions  to  employ  temporary  help  to  replace  all 
officers  on  extended  sick  leave  and  at  least  50%  of  those 
on  vacation.  The  necessary  directive  can  be  issued  im- 
mediately and  implementation  should  be  complete 
within  six  months.  Secondly,  the  commissioner  and  in- 
stitution superintendents  should  meet  with  union  officials 
to  announce  strict  enforcement  of  existing  sick  leave 
policies.  At  the  next  contract  negotiation,  the  bureau 
should  seek  a change  which  would  eliminate  sick  leave 
and  personal  days  as  time  counted  in  the  calculation  of 
overtime  payments.  The  bureau's  director,  Planning  and 
Research,  should  define  post  requirements  at  each  institu- 
tion. This  would  require  approximately  six  months. 
Within  a year,  the  director  should  develop  procedures  for 
justifying  new  programs  and  phasing  out  those  which 
prove  nonproductive.  A concurrent  activity,  estimated  to 
require  six  months,  would  be  the  use  of  the  existing  linear 
programming  model  with  minor  modifications  to  deter- 
mine optimum  staffing  levels. 

205.  Improve  administrative  and  fiscal  control  of 
community  service  centers. 

The  bureau  operates  14  community  service  centers  to 
provide  pre-release  preparation  for  inmates  before  they 
move  back  into  the  community.  While  the  program 
serves  a useful  purpose,  the  lines  of  communication  in 
regard  to  administrative,  fiscal  and  technical  support  for 
the  centers  are  vague.  The  major  deficiency  seems  to  be 
the  lack  of  authority  on  the  part  of  the  bureau  coordinator 
in  regard  to  the  centers.  At  present,  the  centers  report  to 
regional  directors.  They,  in  turn,  are  responsible  to  the 
bureau's  commissioner,  but  not  to  the  coordinator.  Six 
regional  offices  managing  1 4 centers  are  excessive  while 
the  women's  facilities  are  underutilized. 

Proposed  Approach:  In  order  to  improve  overall  opera- 
tions in  the  community  service  centers,  the  following 
steps  should  be  taken: 

• Establish  strong,  central  control  for  the  centers  by 
appointing  a director  to  assume  responsibility  for 
setting  policies  and  procedures. 

• Define  the  role  of  the  centers  in  achieving  long-range 
bureau  goals. 


• Provide  a standardized  policy  and  procedural  man- 
ual for  the  centers. 

• Give  the  centers  fiscal  responsibility  for  their  opera- 
tions, utilizing  existing  personnel. 

• Examine  regional  office  activities,  consolidating 
functions  and  reducing  staff  wherever  possible. 

• Increase  utilization  of  the  women's  centers  to  at  least 
85%  within  one  year  or  convert  one  to  a male  facility. 

• Establish  meaningful  cost  figures  for  center  opera- 
tions which  include  administrative  expenses  incur- 
red by  both  correctional  institutions  and  regional 
offices. 

Implementation  should  increase  overall  efficiency  and 
provide  opportunities  for  savings.  These  have  been 
claimed  elsewhere. 

Implementation  Strategy:  The  commissioner  should  ap- 
point a director  for  the  centers  who  would  be  responsible 
for  making  the  proposed  changes.  Implementation 
should  be  complete  within  one  year. 

206.  Eliminate  the  free  meals  for  the  bureau's  in- 
stitutional employees. 

Approximately  2,700  bureau  employees  are  provided 
with  one  free  meal  during  each  eight-hour  shift  worked 
plus  free  coffee  twice  each  shift.  The  practice  could  be 
considered  discriminatory  since  staff  in  other  depart- 
ments and  institutions  at  comparable  salary  levels  do  not 
receive  this  additional  benefit. 

Proposed  Approach:  Each  employee  should  be  charged 
for  meals  and  coffee  provided  during  breaks.  To  eliminate 
cash  handling  in  the  institutions,  a ticket  system  should  be 
instituted.  Some  consideration  should  be  given  to  chang- 
ing the  policy  regarding  home-prepared  lunches.  At  pres- 
ent, personnel  are  not  allowed  to  bring  lunch  bags  into 
correctional  facilities  for  security  reasons.  This  policy 
could  be  changed  if  special  areas  were  set  aside  to  store 
and  eat  lunches.  Implementation  of  the  meal  charge 
would  provide  an  annual  income  of  $745,000. 

Implementation  Strategy:  The  commissioner  should  raise 
the  issue  of  free  meals  at  the  next  labor  contract  negotia- 
tion. This  privilege  should  be  eliminated  from  all  future 
contracts. 

207.  Increase  commissary  prices  and  use  the  income 
to  defray  inmate  mailing  costs. 

To  encourage  family  contacts,  each  inmate  receives  up  to 
1 0 free  first-class  mailings  per  month.  The  cost  is  included 
in  institution  budgets  and  paid  from  the  state's  general 
fund.  Since  the  mailing  privilege  comes  under  the  area  of 
inmate  welfare,  it  should  be  paid  from  funds  dedicated  to 
this  purpose. 


Proposed  Approach:  Each  institution  operates  a commis- 
sary to  sell  personal  supplies  to  inmates.  The  current 
mark-up  is  5%  for  all  items  except  tobacco  which  is  sold 
at  cost.  This  should  be  increased  to  6%  for  all  items 
including  tobacco.  The  additional  revenue  should  be 
turned  over  to  the  Inmate  General  Welfare  Fund  to  pay 
inmate  mailing  costs.  Implementation  would  provide  an 
annual  saving  to  the  state  of  $84,000,  assuming 
maximum  use  of  the  mailing  privilege. 

Implementation  Strategy:  The  department's  Management 
Division  should  instruct  the  institutions  regarding  the 
change  in  commissary  pricing  and  the  transfer  in  mailing 
cost  accountability  from  the  general  fund  to  the  Inmate 
General  Welfare  Fund.  Implementation  should  be  com- 
plete within  five  weeks. 

208.  Cancel  plans  to  construct  a new  maximum  se- 
curity treatment  facility. 

The  Bureau  of  Correction  has  been  attempting  unsuccess- 
fully to  secure  funding  from  the  General  Assembly  to 
provide  a temporary  maximum  security  facility  at  Farview 
State  Hospital  in  Waymart.  Under  the  proposed  plan,  one 
wing  of  the  facility  would  be  reconstructed  and  manned 
by  bureau  personnel.  The  purpose  is  to  improve  the  be- 
havior of  20  to  25  intractable  inmates  presently  housed 
within  existing  correctional  institutions.  Implementation 
would  require  a one-time  expenditure  of  $1. 2-million 
and  annual  costs  of  approximately  $900,000.  The  project 
aroused  considerable  controversy  and  was  rejected.  Rea- 
sons included: 

• The  site  under  consideration  was  inappropriate  be- 
cause of  its  physical  isolation  which  would  make 
inmate  visits  a problem. 

• Professional  and  custodial  staff  required  to  man  the 
facility  are  not  available.  Also,  inmates  would  not 
have  to  accept  the  proposed  treatment  program  even 
if  transferred  to  the  facility. 

• The  legality  of  the  concept  is  questionable  and  funds 
spent  on  this  three-year  program  could  be  better 
utilized  elsewhere. 

Proposed  Approach:  The  goals  of  the  proposed  isolation 
and  treatment  program  could  be  met  more  effectively  by 
using  existing  bureau  facilities.  A wing  or  cell  block  of 
one  of  the  seven  correctional  institutions  could  be  set 
aside  to  house  the  type  of  inmate  proposed  for  Waymart. 
Some  structural  and  facility  modifications  would  be 
necessary,  but  the  anticipated  cost  would  be  minimal 
compared  to  the  estimated  expenditure  for  Waymart. 
Also,  existing  institution  staff  could  be  utilized  to  man  the 
treatment  area.  Although  exact  benefits  are  difficult  to 
estimate,  it  is  felt  that  proposed  expenses  could  be  re- 
duced by  at  least  50%.  This  would  provide  a one-time 
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cost  avoidance  of  $600,000  and  an  annual  saving  of 
$450,000. 

Implementation  Strategy:  The  attorney  general  should 
terminate  all  plans  to  implement  the  proposed  program  at 
Waymart.  The  commissioner,  Bureau  of  Correction, 
should  review  existing  facilities  for  an  alternate  site  and 
authorize  necessary  modifications.  He  should  then  work 
out  a plan  with  the  appropriate  institution  supervisors  to 
transfer  inmates.  Implementation  should  be  complete 
within  approximately  eight  months. 


CORRECTIONAL  INDUSTRIES 


The  Industries  Division  of  the  Bureau  of  Correction  pro- 
vides vocational  training  and  work  programs  for  inmates 
of  state  correctional  institutions.  Articles  produced  are 
available  for  purchase  by  state-supported  institutions  and 
agencies.  The  program  is  self-supporting  and  realized  a 
profit  of  $245,000  on  sales  of  $8. 26-million  in  fiscal 
1974.  Approximately  1,300  inmates  and  171  state  per- 
sonnel are  employed  by  the  division. 

RECOMMENDATIONS 

209.  Reorganize  Correctional  Industries  to  improve 
its  efficiency  and  effectiveness. 

The  basic  goals  of  Correctional  Industries  are  to  provide 
rehabilitative  work  training  to  institution  inmates  and 
operate  a profitable  business.  These  aims  are  not  being 
met  effectively.  Accounting  methods  do  not  reflect  the 
true  costs  of  operation  while  marketing,  product  lines, 
quality  and  general  business  practices  are  inadequate.  In 
addition,  the  objective  of  providing  vocational  rehabilita- 
tion is  not  being  achieved  since  only  1 9%  of  the  institu- 
tional population  is  engaged  in  the  work.  Thus,  a large 
labor  force  is  available  for  any  expansions  of  products 
and  markets. 

Proposed  Approach:  The  Bureau  of  Correction  must  rec- 
ognize that  Correctional  Industries  is  a vital  part  of  the 
total  operation.  In  addition  to  the  income  it  provides,  the 
work  habits  which  are  learned  by  the  inmates  are  an 
important  factor  in  preparing  them  for  a return  to  the 
community.  However,  Correctional  Industries  must  be 
operated  efficiently  so  that  it  can  produce  and  deliver 
quality  products  at  a competitive  level.  To  accomplish 
this  objective,  the  entire  operation  must  be  upgraded. 
Organizationally,  it  is  proposed  that  an  executive  director 
be  appointed  to  report  directly  to  the  commissioner.  This 
change  will  make  it  possible  to  attract  a competent  ad- 
ministrator and  will  give  the  entire  operation  the  man- 


agement attention  it  requires.  The  person  chosen  for  the 
position  should  have  a strong  business  background  with 
manufacturing  and  marketing  experience. 

In  addition,  the  Governor  should  appoint  an  advisory 
board  to  guide  the  operation  in  meeting  its  objectives  and 
evaluate  its  progress.  The  board  would  consist  of  three  to 
five  executives,  active  or  retired,  with  manufacturing, 
financial  and  marketing  backgrounds.  This  volunteer 
group  would  also  report  to  the  commissioner. 

To  carry  out  an  effective  program,  the  executive  director 
should  be  assisted  by  two  directors  — Marketing  and 
Operations  — and  a comptroller.  Marketing  would  encom- 
pass sales,  service  and  new  product  development.  In  this 
area,  it  would  be  necessary  to  define  all  potential  institu- 
tional markets  in  terms  of  products  and  dollars.  Items 
should  be  reviewed  in  relation  to  agency  needs,  overall 
design,  required  materials  and  market  potential.  New 
product  lines  should  be  added  and  strategies  developed 
in  regard  to  marketing  and  pricing.  Items  with  limited 
potential  should  be  dropped.  A sales  force  should  be 
provided  to  serve  the  markets  and  update  catalogs. 

To  improve  operations,  it  will  be  necessary  to  develop 
up-to-date  manufacturing  procedures,  implement  quality 
control  programs  and  provide  inventory  control  systems. 
All  products  should  be  reviewed  to  determine  how  man- 
ufacturing costs  can  be  reduced  without  adversely  affect- 
ing quality. 

Programs  should  be  developed  to  provide  incentives  for 
the  inmate  labor  force,  particularly  in  the  area  of  par- 
ticipating in  management  functions. 

Finally,  to  provide  necessary  fiscal  systems  and  controls, 
a comptroller  should  be  appointed.  Responsibilities  as- 
signed to  this  position  will  include  the  development  of 
financial  goals  with  a system  to  measure  performance, 
introduction  of  costing  procedures  and  implementation 
of  inventory  control  systems. 

Many  state  institutions  do  not  buy  products  from  Correc- 
tional Industries  because  of  poor  quality,  late  deliveries 
and  high  prices.  Implementation  of  the  proposed  program 
should  result  in  at  least  a 15%  improvement  in  sales 
through  increased  customer  satisfaction.  The  annual  sav- 
ing to  be  realized  — from  direct  contributions  to  the 
general  fund  and  indirect  economies  offered  to  buying 
agencies  — - should  amount  to  $1 .75-million. 

Implementation  Strategy:  The  Governor  and  the  commis- 
sioner should  approve  the  proposed  organization  struc- 
ture and  take  steps  to  appoint  an  advisory  board  and  an 
executive  director.  The  directors,  Marketing  and  Opera- 
tions, and  the  comptroller  should  have  their  programs 
ready  for  review  by  March  15,  1976. 
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210.  Phase  out  the  data  processing  center  at  Camp 

Hill. 

The  Industries  Division  operates  a data  processing  center 
at  Camp  Hill.  The  objective  is  to  train  inmates  in  pro- 
gramming and  computer  operation  techniques  while  per- 
forming EDP  services  for  state  institituions  at  a profit. 
These  goals  cannot  be  met  since  the  number  of  inmates 
involved  is  minimal,  equipment  obsolete  and  mainte- 
nance costs  excessive.  The  operating  loss  for  the  first  three 
quarters  of  fiscal  1975  was  $5,000  and  will  increase 
significantly  because  of  proposed  contract  cancellations. 

Proposed  Approach:  The  center  should  be  closed  and  the 
work  transferred  to  the  state's  central  data  processing 
center.  An  EDP  training  program  should  be  developed  by 
the  Education  Section  of  the  Program  Services  Division 
and  offered  to  inmates  at  all  institutions.  Termination  of 
the  maintenance  contract  would  provide  an  annual  cost 
avoidance  of  $18,000.  A staff  reduction  of  six  positions 
would  produce  an  annual  saving  of  $83,500.  The  value  of 
the  present  equipment  is  not  known. 

Implementation  Strategy:  The  division  director  should 
authorize  elimination  of  this  activity  and  a transfer  of  the 
work  load  to  the  state's  central  data  processing  center. 
The  chief,  Education  Section,  should  work  with  the  De- 
partment of  Education  to  develop  EDP  training  alterna- 
tives for  inmates.  Total  implementation  time  should  re- 
quire a period  of  12  weeks. 


YOUTH  DEVELOPMENT 
CENTERS  AND 
FORESTRY  CAMPS 

The  Department  of  Welfare  operates  six  Youth  Develop- 
ment Centers  and  three  Forestry  Camps  to  rehabilitate 
delinquent  minors.  The  total  fiscal  1 975  budget  for  these 
facilities  was  approximately  $24-million.  Some  70%  of 
this  amount  was  allotted  to  personnel  services  because  of 
the  high  staff/student  ratios.  An  educational  program  is 
budgeted  and  staffed  separately  at  an  annual  cost  of  ap- 
proximately $3-million. 

RECOMMENDATIONS 

211.  Establish  a manpower  and  cost  control  coor- 
dinator for  the  Youth  Development  Centers 
and  Youth  Forestry  Camps. 

There  are  wide  variations  in  staff  and  operating  costs  for 
these  facilities.  Part  of  the  problem  is  the  absence  of 


criteria  to  evaluate  the  cost  effectiveness  of  operations. 
Recordkeeping  practices  are  also  inconsistent. 

Proposed  Approach:  A manpower  and  cost  control  coor- 
dinator should  be  designated  in  the  Office  of  Children 
and  Youth  to  develop  a business  management  program 
for  the  centers  and  camps.  Detailed  analysis  of  existing 
operations  should  be  performed  and  a standard  record- 
keeping system  implemented  to  provide  data  on  staffing, 
maintenance  and  other  operating  expenditures.  Although 
no  specific  savings  are  claimed,  implementation  should 
significantly  improve  the  cost  effectiveness  of  these  oper- 
ations and  aid  in  implementing  other  recommendations. 
Benefits  should  more  than  offset  any  costs. 

Implementation  Strategy:  The  commissioner,  Children 
and  Youth,  should  appoint  a qualified  person  to  establish 
a manpower  and  cost  control  program  for  the  centers  and 
camps.  The  resulting  system  should  be  operational  within 
six  months  and  should  provide  a monthly  analysis  of 
activities  in  the  various  facilities. 

212.  Establish  standards  for  use  of  counselors  versus 
houseparents  for  Youth  Development  Centers 
and  Youth  Forestry  Camps  based  on  student 
populations. 

There  are  no  guidelines  in  regard  to  the  most  effective 
organization  structure  or  staff  level  for  these  operations. 
As  a result,  significant  variances  exist  in  both  the  types 
and  numbers  of  staff  members  in  each  installation.  For 
example,  lower-salaried  houseparents  are  not  used  effec- 
tively at  all  institutions. 

Proposed  Approach:  A standard  table  of  organization 
should  be  implemented  to  provide  a ratio  of  two  coun- 
selors for  every  houseparent  with  the  total  staff  level 
based  on  student  populations.  There  should  be  no  more 
than  1 6 students  per  housing  unit  to  meet  standards.  On  a 
three-shift  basis,  two  persons  would  be  required  per  unit 
on  the  first  two  shifts  and  one  for  the  third.  Houseparents 
should  be  used  on  the  third  shift  for  night  duty.  A three- 
unit  facility,  housing  48  students,  would  thus  require  a 
staff  of  24  persons  to  provide  24-hour,  seven-day  cover- 
age with  a 40-hour  workweek.  This  staffing  suggestion 
takes  into  consideration  the  necessity  to  provide  approx- 
imately 40  days  of  leave  time  for  each  of  the  employees. 
Unless  justification  exists  for  more  personnel,  staff  levels 
should  be  adjusted  accordingly.  Implementation  would 
provide  an  annual  saving  of  $500,000  through  position 
reductions. 

Implementation  Strategy:  The  commissioner,  Children 
and  Youth,  should  establish  a standard  organization  struc- 
ture and  staff  size  within  three  months.  Directors  should 
accomplish  position  reductions  during  a second  three- 
month  period. 
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213.  Reduce  excess  clerical  and  administrative  staff 
at  the  Cornwells  Heights  Youth  Development 
Center. 

The  ratio  of  administrative  and  clerical  personnel  for  this 
center  is  significantly  higher  than  levels  maintained  by 
other  comparable  operations. 

Proposed  Approach:  A study  of  staffing  levels  and  review 
of  the  center's  work  load  indicates  that  seven  clerical 
positions  should  be  eliminated  along  with  five  profes- 
sional personnel  in  the  diagnostic  center.  Implementation 
would  provide  an  annual  saving  of  $207,000. 

Implementation  Strategy:  After  a comparative  study  of  the 
center's  personnel  levels  with  similar  institutions,  the 
proposed  reductions  should  be  authorized  by  the  com- 
missioner, Children  and  Youth.  They  would  then  be  im- 
plemented by  the  center's  director.  Clerical  work  assign- 
ments should  be  reviewed  and  redistributed.  Additional 
assistance  could  be  obtained  from  the  Bureau  of  Man- 
agement Services  if  required. 

214.  Reduce  student  vandalism  at  Cornwells 
Heights. 

The  cost  of  maintenance  and  repairs  for  cottage  facilities 
at  the  Cornwells  Heights  Youth  Development  Center  is 
nearly  double  that  of  similar  institutions.  The  cause  ap- 
pears to  be  insufficient  staff  control  of  vandalism  by  the 
students. 

Proposed  Approach:  The  staff  should  exercise  proper 
discipline  to  reduce  vandalism.  An  inspection  and  report- 
ing system  should  be  established.  Since  cottages  are  staf- 
fed on  a 24-hour  basis,  personnel  on  each  shift  should  be 
responsible  for  reporting  damage  which  occurs  during 
that  period,  including  the  source.  At  the  very  least,  this 
would  ensure  that  hazardous  conditions  were  corrected 
promptly.  It  would  also  act  as  an  incentive  to  the  staff  to 
exercise  greater  control  over  such  incidents.  The  system 
should  be  supplemented  by  unannounced  spot  checks. 

These  should  be  performed  by  personnel  from  the  South- 
east Pennsylvania  Institutional  Area  Service  Unit.  Im- 
proving discipline  should  bring  maintenance  costs  into 
line  with  those  reported  for  the  other  centers  in  the  sys- 
tem. This  would  result  in  an  annual  saving  of  approx- 
imately $200,000. 

Implementation  Strategy:  The  commissioner,  Children 
and  Youth,  should  authorize  the  center's  director  to  work 
with  service  unit  personnel  to  implement  an  effective 
reporting  system.  The  director  should  review  resulting 
reports  and  discuss  them  with  staff  members  to  ensure 
effective  control  of  vandalism.  He  should  submit  periodic 
summaries  to  the  regional  director  and  the  commissioner 
on  the  progress  made. 


215.  Modify  an  appropriate  MH/MR  facility  for  use 
by  juveniles  committed  to  Camp  Hill. 

The  Camp  Hill  facility  must  be  closed  under  a court  order 
and  its  population  accommodated  elsewhere.  There  are 
two  problems.  Existing  juvenile  facilities  are  already  filled 
and  have  waiting  lists  of  offenders  being  detained  by  local 
authorities.  In  addition,  the  type  of  juveniles  committed  to 
Camp  Hill  require  greater  security  measures  than  are 
available  in  the  Youth  Development  Centers  and  Youth 
Forestry  Camps. 

Proposed  Approach:  It  has  been  recommended 
elsewhere  that  underutilized  MH/MR  institutions  be 
phased  out  or  modified  for  the  other  uses.  An  example 
would  be  the  Laurelton  State  School  and  Hospital.  It  has  a 
capacity  of  about  450,  a scenic  campus  setting  with  a fine 
educational  facility  and  cottages  constructed  to  resist 
vandalism.  Since  its  MH/MR  population  could  be  cared 
for  in  alternate  facilities,  this  institution  could  be  modified 
for  use  by  Camp  Hill  offenders.  Implementation  would 
require  a one-time  expenditure  of  $500,000.  However, 
there  would  be  a one-time  cost  avoidance  of  $1 3.7- 
million  to  provide  closed  facilities  authorized  at  Loysville 
and  Philadelphia. 

Implementation  Strategy:  The  Department  of  Public  Wel- 
fare and  the  Bureau  of  Correction  should  develop  a plan 
to  provide  secure  facilities  for  juvenile  offenders  through 
modification  of  underutilized  MH/MR  institutions.  Im- 
plementation should  be  complete  within  one  year. 

216.  Require  counties  to  contribute  to  the  mainte- 
nance of  each  juvenile  admitted  to  a Youth 
Development  Center  or  Youth  Forestry  Camp. 

In  fiscal  1975,  the  amount  expended  for  the  housing, 
education  and  rehabilitation  of  juveniles  assigned  to 
these  facilities  was  $20. 7-million,  exclusive  of  capital 
expenditures.  The  state  has  little  control  over  the  number 
of  commitments  made  by  county  judges  and  each  institu- 
tion must  accept  those  made  to  the  best  of  its  ability. 

Proposed  Approach:  In  view  of  the  increase  in  both  costs 
and  levels  of  commitment,  the  counties  must  accept  a 
financial  responsibility  in  regard  to  maintaining  these 
operations.  Pending  legislation  would  require  counties  to 
provide  50%  of  student  maintenance  costs  if  a juvenile  is 
committed  to  a state  institution.  However,  the  state  would 
provide  a 75%  subsidy  if  commitment  were  to  a county 
facility.  This  approach  is  desirable  in  that  it  should  en- 
courage utilization  of  lower  cost  community  programs. 
Implementation  would  provide  an  annual  saving  of 
$4. 6-million  based  on  current  expenditures. 

Implementation  Strategy:  The  department  secretary 
should  support  legislation  requiring  county  participation 
in  supporting  the  centers  and  camps.  The  commissioner, 
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Children  and  Youth,  should  provide  assistance  to  the 
counties  in  regard  to  establishing  appropriate  local  pro- 
grams for  juvenile  commitments. 

217.  Purchase  standard-issue  clothing  for  students 
from  an  approved  list  of  vendors  on  a bid  basis. 

The  Youth  Development  Centers  spend  about  $300,000 
annually  on  wearing  apparel  for  the  students.  Contem- 
porary clothing  is  desired  for  acceptance  in  the  local 
community.  Under  the  present  system,  clothing  requisi- 
tions must  be  filled  from  Correctional  Industries  inven- 
tory. This  is  undesirable  because  the  clothing  is  more 
expensive,  institutional  in  appearance,  not  suited  for  the 
age  group  involved  and  difficult  to  obtain.  Clothing  not 
purchased  in  this  fashion  is  bought  from  local  merchants, 
again  at  higher  prices  than  necessary. 

Proposed  Approach:  Wearing  apparel  to  be  issued  to 
students  should  be  standardized  and  bids  solicited  from 
appropriate  manufacturers,  including  Correctional  Indus- 
tries. Specifications  should  provide  some  flexibility  in 
regard  to  colors  and  styles,  although  quality  should  be 
consistent.  Based  on  the  bid  returns,  schedules  of  accept- 
able vendors  should  be  developed  and  used  by  the  cen- 
ters. Advantages  of  this  approach  include: 

• Greatly  improved  purchasing  power  through  dealing 
in  volume. 

• Better  control  of  wearing  apparel  costs. 

• Assurance  of  uniform  quality. 

• Reduction  of  losses  due  to  abuse  or  destruction  of 
undesirable  clothing  items. 

It  is  estimated  that  implementation  of  the  proposed  pro- 
gram could  reduce  current  expenditures  by  approxi- 
mately 20%  for  an  annual  saving  of  $60,000. 


Implementation  Strategy:  The  commissioner  should  au- 
thorize development  of  a list  of  standardized  clothing  to 
be  purchased  for  the  centers  and  forestry  camps.  The 
items  should  be  put  out  for  bid  and  a schedule  of  ap- 
proved vendors  provided  to  the  various  facility  directors. 
All  purchases  should  be  made  from  firms  on  this  list. 
Exceptions  to  this  practice  must  be  documented  for  ap- 
proval by  the  commissioner. 

218.  Use  commercial  laundry  services  at  the  New 
Castle  Youth  Development  Center. 

New  Castle  is  the  only  center  with  its  own  laundry.  How- 
ever, the  volume  is  not  sufficient  to  warrant  the  expense  of 
seven  full-time  employees.  Approximately  50%  of  the 
laundry  comes  from  Warrendale,  a facility  which  will  be 
phased  out  within  a year. 

Proposed  Approach:  Bids  should  be  solicited  from  com- 
mercial laundries.  When  this  was  done  for  other  institu- 
tions, the  price  was  approximately  $0.17  per  pound  for 
company-supplied  linen  and  $0.14  per  pound  for 
institutionally-supplied  linen.  In  either  case,  this  is  sub- 
stantially below  the  $0.26  per  pound  at  New  Castle. 

The  present  equipment  should  be  sold  or  transferred  to 
another  state  institution  and  the  building  converted  into 
other  uses.  Based  on  current  expenditures,  the  net  annual 
savings  would  amount  to  $34,500. 

Implementation  Strategy:  The  commissioner  should  au- 
thorize the  New  Castle  and  Warrendale  directors  to  solicit 
bids  for  laundry  service.  Upon  acceptance  of  a contract, 
present  laundry  facilities  should  be  closed  and  the 
equipment  offered  to  the  Bureau  of  Administrative  Ser- 
vices in  the  Department  of  Welfare  for  disposal.  Im- 
plementation should  require  approximately  60  days. 
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HUMAN  RESOURCES 


Human  resources  management  is  concerned  with  using 
manpower  resources  effectively,  fostering  sound  em- 
ployee relations  and  providing  opportunities  for  indi- 
viduals to  advance  themselves.  In  reviewing  this  im- 
mense topic,  the  human  resources  team  addressed  itself 
to  identifying  key  problems  in  present  manpower  man- 
agement and  personnel  systems  and  recommending  ap- 
propriate solutions.  Basically,  four  major  topics  were 
examined  on  a statewide  basis:  productivity,  organiza- 
tional effectiveness,  personnel  practices  and  labor  rela- 
tions. Some  of  the  recommendations  encompass  so  many 
areas  of  government  operations  that  no  attempt  was  made 
to  assign  quantified  benefits.  Many  of  the  points  made 
merely  reflect  basic  principles  of  management,  but  there 
is  a need  to  give  them  emphasis  and  to  design  specific 
approaches  for  implementing  them  effectively. 

In  the  area  of  productivity,  team  members  concerned 
themselves  with  both  aspects  of  this  problem  — how  to 
measure  it  and  how  to  improve  it.  To  increase  operational 
productivity,  the  state  must  quantify  its  current  resources 
and  manpower  requirements,  establish  appropriate  goals 
and  implement  and  monitor  a program  capable  of  achiev- 
ing the  objectives  which  have  been  established.  Mea- 
surement is  a vital  ingredient  in  all  of  these  areas.  In 
developing  a base  for  a productivity  improvement  pro- 
gram, the  team  members  concluded  that  more  than  half  of 
the  state's  employees  can  be  included  in  productivity 
measurement  approaches. 

Achievement  of  productivity  goals  will  require  enthusias- 
tic top  management  support,  and  will  involve  a wide 
variety  of  management  techniques,  combinations  of 
which  should  be  specifically  tailored  to  each  situation. 
One  of  the  most  important  will  be  the  establishment  of  a 
statewide  program  of  management  by  objectives.  This 
will  involve  coordinated  development  of  time-oriented 
commitments  by  all  members  of  management,  leading  to 
a common  set  of  objectives.  Other  productivity  im- 
provement techniques  include:  manpower  management 
programs  incorporating  work  sampling  activity  logging, 
flow  charting,  work  simplification,  establishment  of  time 
standards,  staffing  analyses,  work  scheduling  and  control 
and  work  force  adjustment  strategies;  job  enrichment; 
flex  time;  motivational  programs;  effective  performance 
reviews;  incentives;  and  facility  layout. 

Two  organizational  areas  of  prime  importance  were  also 
identified.  In  an  effort  to  reduce  the  Governor's  direct 
span  of  control  and  permit  him  more  time  to  concentrate 
on  policy  and  program  matters,  the  coordination  of  ad- 
ministrative functions  by  a state  manager  has  been  pro- 
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posed.  Considerable  merit  is  also  seen  in  the  regionaliza- 
tion concepts  proposed  by  the  Office  of  State  Planning 
and  Development  and  the  Governor's  Commission  on 
Human  Services.  Under  this  approach,  a framework 
would  be  established  to  coordinate  all  agency  activities  at 
a regional  level  in  order  to  provide  complete  servic  es  to 
citizens  on  a practical,  local  basis. 

Significant  opportunities  for  improvement  exist  in  the 
areas  of  personnel  practices  and  labor  relations.  Programs 
are  needed  to  eliminate  managerial  shortcomings  which 
stem  from  lack  of  adequate  training  and  coordination.  It  is 
felt  that  the  Office  of  Administration  should  implement 
effective  training  programs  in  the  areas  of  labor  relations 
and  general  management  principles  and  techniques. 

To  further  strengthen  the  personnel  and  labor  relations 
functions,  a consolidation  of  existing  activities  into  a new 
Department  of  Employee  Relations  has  been  proposed. 
Overview  studies  of  the  Departments  of  Agriculture,  En- 
vironmental Resources  and  Labor  and  Industry  as  well  as 
the  Civil  Service  and  Public  Utilities  Commissions  were 
also  conducted.  Proposals  for  operating  improvements  in 
these  areas  are  included  in  the  following  report. 


PERSONNEL  AND 
LABOR  RELATIONS 

Personnel  and  labor  relations  functions  within  Pennsyl- 
vania are  carried  out  by  three  organizations  — the  Civil 
Service  Commission,  the  Bureau  of  Labor  Relations  and 
the  Bureau  of  Personnel. 

The  primary  responsibility  of  the  Civil  Service  Commis- 
sion is  to  administer  the  provisions  of  the  Civil  Service  Act 
of  1 941  and  its  subsequent  amendments.  The  three  com- 
missioners are  appointed  by  the  Governor  and  approved 
by  the  Senate  on  a bipartisan  basis.  During  their  six-year 
terms,  they  set  policies  and  provide  overall  administrative 
control  for  the  commission.  Of  Pennsylvania's  approxi- 
mately 123,000  employees,  76,000  are  covered  by  the 
Civil  Service  Act.  An  executive  director  guides  the  com- 
mission's 21 4 employees  within  an  organization  consist- 
ing of  five  bureaus:  Administrative  Services,  Manpower 
Forecasting  and  Recruiting,  Audit  and  Technical  Services, 
Data  Processing  and  Examinations.  The  fiscal  1975 
budget  was  more  than  $4-million. 

The  Bureau  of  Labor  Relations  in  the  Office  of  Administra- 
tion carries  out  the  provisions  of  two  legislative  acts,  25 
union  agreements  and  15  related  memoranda  covering 
108,000  state  employees.  The  bureau's  fiscal  1975 
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budget  was  $365,000.  Its  1 8 employees  function  in  three 
major  areas:  grievance  resolution;  negotiations  and  arbit- 
ration; and  administrative  and  staff  services.  Their  efforts 
have  significant  impact  on  the  state  payroll  and  benefit 
expenditures  which  approach  $1 . 9-billion.  The  bureau 
investigates  and  defends  management's  position  in  all 
grievances  unresolved  at  the  agency  level,  including  the 
further  step  of  arbitration.  Staff  also  interprets  provisions 
of  labor  agreements  and  prepares  and  issues  guidelines 
for  personnel  management  at  agency  levels. 

The  Bureau  of  Personnel  in  the  Office  of  Administration 
has  a total  staff  of  90.  Its  fiscal  1 975  budget  was  approxi- 
mately $1 .7-million  of  which  $760,000  was  derived  from 
sources  other  than  state  funds.  Activities  encompass  six 
functional  areas:  personnel  management  review;  train- 
ing; classification;  manpower  planning  and  special 
studies;  operations  (wages,  benefits  and  the  like);  and 
intergovernmental  personnel  programs. 

RECOMMENDATIONS 

219.  Merge  functions  of  the  Civil  Service  Commis- 
sion, Bureau  of  Personnel  and  Bureau  of  Labor 
Relations  into  one  cabinet-level  Department  of 
Employee  Relations. 

The  Civil  Service  Commission,  Bureau  of  Personnel  in  the 
Office  of  Administration  and  Bureau  of  Labor  Relations 
all  engage  in  personnel  relations  work  for  the  state.  In 
addition,  some  435  people  are  employed  in  various 
agencies  to  handle  personnel  functions.  This  means  that, 
except  for  merit  system  regulations,  there  is  no  single 
effective  source  of  authority  in  regard  to  state  employ- 
ment policies  and  practices.  With  the  advent  of  union 
activity  in  government,  it  has  become  critical  for  the  state 


to  establish  and  enforce  uniform,  consistent  and  well- 
controlled  personnel  policies.  Without  such  leadership, 
there  will  be  a growing  waste  of  manpower  resources  and 
a gradual  loss  of  management  authority. 

Proposed  Approach:  To  provide  statewide  personnel  pol- 
icy control,  functions  of  the  existing  Bureaus  of  Personnel 
and  Labor  Relations  as  well  as  certain  activities  of  the 
Civil  Service  Commission  should  be  merged  into  a single 
Department  of  Employee  Relations.  It  should  be  headed 
by  a cabinet-level  secretary,  appointed  by  the  Governor 
and  confirmed  by  the  Senate.  The  proposed  organization 
structure  is  depicted  in  the  chart  shown  below. 

The  Civil  Service  Commission  will  continue  in  existence 
although  its  administrative  responsibilities  would  be 
transferred  to  the  new  department.  The  commission 
would  continue  to  establish  rules  in  regard  to  all  com- 
monwealth merit  systems  and  would  monitor  and  enforce 
compliance  within  state  agencies.  Upon  request,  it  would 
conduct  investigations,  hold  hearings  and  render  deci- 
sions regarding  demotions,  furloughs,  suspensions  and 
removal  of  merit  system  employees.  It  would  also  advise 
the  Governor  on  legislative  changes  relating  to  merit 
systems. 

The  proposed  secretary,  Department  of  Employee  Rela- 
tions, would  be  responsible  for  establishing  and  adminis- 
tering employee  relations  policies  throughout  the  com- 
monwealth. He  should  endeavor  to  stimulate  good  rela- 
tions between  the  state  and  its  employees  under  a disci- 
plined atmosphere  which  protects  the  rights  of  manage- 
ment while  recognizing  those  of  individuals. 

The  proposed  organization  will  include  the  following 
bureaus:  Administrative  Services,  Civil  Service,  Person- 
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nel.  Labor  Relations  and  Legal  and  Legislative  Services. 
Administrative  Services  will  consist  of  the  following  staff 
divisions:  Personnel  Systems  and  Procedures;  Office  Ser- 
vices; Budget  and  Cost  Control;  and  Employee  and  Union 
Relations.  Civil  Service  will  encompass  these  divisions: 
Manpower  Planning  and  Recruitment;  Examinations; 
and  Audits  and  Certification.  In  regard  to  recruiting  activi- 
ties, it  is  felt  that  the  local  offices  of  the  Bureau  of 
Employment  Security  in  the  Department  of  Labor  and 
Industry  could  become  the  principal  dispensor  of  gov- 
ernment employment  applications.  Under  the  proposed 
organization,  the  Bureau  of  Personnel  would  include  the 
following  divisions:  Wage  and  Salary  Administration; 
Training  and  Development;  Personnel  Practices;  Inter- 
governmental Programs;  and  Employee  Benefits.  Labor 
Relations  would  consist  of  these  divisions:  Arbitration 
and  Negotiations;  Contract  Administration;  and  Griev- 
ance Processes.  Legal  and  Legislative  Services  would 
have  no  divisions  reporting  to  it.  This  bureau  would  be 
responsible  for  providing  the  department  with  legal  re- 
presentation, advice  and  interpretations  in  regard  to  exist- 
ing and  proposed  laws  and  regulations. 

Implementation  would  permit  elimination  of  1 5 of  the  93 
administrative  positions  which  exist  in  the  three  affected 
organizations.  Using  the  Bureau  of  Employment  Services 
to  distribute  civil  service  applications  should  lower  staff 
requirements  by  another  five  positions.  In  addition,  the 
elimination  of  duplicate  activities  at  the  agency  level 
should  permit  a 5%  overall  reduction  for  an  additional  22 
terminations.  The  annual  savings  to  be  realized  would 
amount  to  $500,000  using  an  estimated  average  of 
$1  2,000  per  position.  Although  potential  cost  avoidances 
resulting  from  improved  personnel  activities  are  substan- 
tial, a definite  figure  cannot  be  formulated. 

Implementation  Strategy:  As  directed  by  the  Governor, 
the  secretary,  Office  of  Administration,  should  initiate  a 
study  to  outline  the  steps  necessary  to  establish  the  pro- 
posed department.  Data  should  be  complete  within  90 
days  and  enabling  legislation  should  be  prepared.  When 
the  legislation  has  been  enacted,  the  Governor  should 
appoint  a secretary  to  head  the  department  with  Senate 
approval.  It  will  be  the  secretary's  responsibility  to  im- 
plement department  responsibilities  as  outlined  by  the 
governing  statutes. 

220.  Revise  Public  Employe  Relations  Act  195  for 
greater  protection  of  public  interests. 

The  Public  Employe  Relations  Act  195  was  passed  in 
1 970  in  an  effort  to  improve  on  weaknesses  in  the  Public 
Employe  Act  of  1947.  The  new  act  required  public 
employers  to  bargain  collectively,  eliminated  mandatory 
penalties  of  the  1 947  act  and  permitted  strikes  by  public 
employees  except  when  it  would  present  a danger  or 


threat  to  public  health,  safety  and  welfare.  An  attempt  was 
made  to  protect  against  strikes  through  provisions  for 
compulsory  fact  finding  and  mediation.  EHow'ever,  there 
are  no  penalties  against  union  leaders  for  failure  to  re- 
quest mediation  or  against  union  members  for  failure  to 
report  for  work.  Even  in  those  cases  where  there  appears 
to  be  a threat  or  danger  to  public  health,  welfare  or  safety, 
injunctive  relief  must  be  sought  to  end  a strike. 

While  the  new  legislation  provides  generally  for  the  pro- 
tection of  employee  and  management  interests,  it  fails  to 
adequately  recognize  the  public  interest.  The  act  does  not 
fully  address  the  monopoly  nature  of  government  nor 
provide  protection  to  prevent  excessive  drain  on  public 
revenues.  Because  of  the  lack  of  restraint  on  strikes,  pub- 
lic negotiators  are  placed  under  great  pressure  to  make 
economic  concessions  in  order  to  assure  the  mainte- 
nance of  public  services. 

Additionally,  there  has  been  a recent  tendency  to  intro- 
duce legislation,  such  as  a limitation  on  welfare 
caseloads,  covering  bargainable  issues.  Such  statutes 
would  further  reduce  management  capability  to  bargain 
effectively  in  recognition  of  the  interests  of  civil  servants 
as  well  as  the  taxpaying  public. 

The  desire  and  need  for  strike  restraints  in  the  public 
sector  has  been  supported  in  every  state  of  the  United 
States,  with  the  exception  of  Pennsylvania,  Alaska, 
Hawaii  and  Minnesota. 

Proposed  Approach:  To  develop  fair,  orderly  and  work- 
able guidelines  for  employee/employer  relations  in  the 
public  sector  and  to  ensure  the  quality  and  availability  of 
public  services  within  reasonable  and  affordable  tax 
structures,  it  is  proposed  that  the  Governor  appoint  a 
special  panel  to  investigate  all  aspects  of  the  act  and 
recommend  changes.  The  panel  should  represent  and 
protect  the  interests  of  the  taxpaying  public  while  main- 
taining a concern  for  the  protection  of  the  civil  servant 
without  prejudice  to  the  rights  of  public  employers.  This 
panel  should  consist  of  a chairman  and  four  other 
Pennsylvania  residents. 

While  the  panel  should  determine  its  own  mode  of  opera- 
tion, it  is  felt  that  it  should  have  an  adequate  staff  to 
conduct  detailed  investigations.  Although  hearings  will 
undoubtedly  be  necessary,  they  should  be  used  for  pur- 
poses of  reporting  and  eliciting  public  comment  and  not 
as  a substitute  for  investigation. 

In  particular,  the  panel  should  investigate: 

• The  effect  of  unionization  on  the  quality  of  public 
services. 

• The  results  which  contract  settlements  have  on 
wages  and  increased  taxation. 
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• Comparative  studies  of  fringe  benefit  plans  in  the 
public  sector  and  appropriate  areas  of  the  private 
sector. 

• The  influence  of  strikes  and  threats  of  strikes  on  con- 
tract settlements. 

• The  use  of  a secret  ballot  to  allow  public  employees 
to  accept  or  reject  the  last  offer  of  settlement  made  by 
the  employer  when  an  impasse  develops  in  negotia- 
ting a labor  agreement. 

• The  development  of  a technique  to  provide  binding 
resolution  of  disputes  where  the  last  offer  of  settle- 
ment is  rejected. 

• The  effectiveness  of  severe  monetary  penalties  in  the 
event  of  illegal  strike  activity. 

• Prohibition  of  legislative  involvement  in  matters 
which  are  proper  subjects  of  collective  bargaining 
such  as  work  loads,  wage  increases,  benefits,  incom- 
patibility of  civil  service  regulations  with  labor 
agreements  and  the  like. 

Implementation  Strategy:  The  Governor  should  select  a 
distinguished  resident  of  the  state  to  chair  a nonpartisan 
review  of  Public  Employe  Relations  Act  195.  The  chair- 
man would  then  name  four  qualified  and  available  indi- 
viduals to  serve  as  members  of  the  panel.  The  panel 
should  be  provided  with  office  space  and  funds  to  acquire 
the  necessary  staff.  While  the  panel  should  be  allowed 
adequate  time  to  properly  investigate  and  report,  a pre- 
liminary report  of  findings  should  be  available  within  six 
months  with  a final  report  and  recommendations  in  no 
more  than  12  months. 

221.  Provide  effective  management  training  pro- 
grams for  state  personnel. 

The  management  of  huge  sums  of  money,  direction  of 
large  and  varied  work  forces  and  maintenance  of  vast 
property  and  equipment  holdings  require  extremely  ded- 
icated and  effective  management  personnel.  Despite  this 
need,  management  training  and  development  activi- 
ties in  most  state  agencies  are  minimal.  Employee  morale 
suffers  when  personnel  feel  they  are  not  equipped  to  cope 
with  job  responsibilities. 

Proposed  Approach:  A directive  should  be  issued  by  the 
Governor's  Office  requiring  agency  heads  to  furnish  the 
Office  of  Administration,  Bureau  of  Personnel,  with  a 
definitive  plan  for  implementing  training  programs  re- 
quired by  management  personnel.  These  plans  would  be 
reviewed  and  modified  in  cooperation  with  the  agencies. 
It  would  then  be  the  responsibility  of  the  Training  Divi- 
sion, Bureau  of  Personnel,  to  establish  priorities  and  pro- 
vide cost  estimates  for  required  instructors,  materials  and 
equipment.  The  Training  Division  would  become  the 


primary  source  for  state  training  development  activities 
and  agency  guidance.  Although  such  activities  are  osten- 
sibly included  in  agency  budgets,  the  magnitude  of  the 
current  training  deficiency  will  probably  require  addi- 
tional expenditures.  However,  the  training  is  necessary  to 
implement  other  recommendations  made  in  this  report. 

Implementation  Strategy:  Establishment  of  the  proposed 
training  effort  will  require  the  following  steps: 

• A directive  must  be  issued  by  the  Governor's  Office 
requiring  agencies  to  develop  and  submit  training 
plans  to  the  Office  of  Administration  within  60  days. 

• The  plans  should  be  evaluated  and  modified  by  the 
Office  of  Administration  in  cooperation  with  the 
agencies. 

• When  all  plans  have  been  approved,  the  Training 
Division  should  assign  priorities  and  establish  pro- 
jected needs  for  implementation.  Estimates  should  be 
submitted  for  approval  and  action  taken  to  put  the 
proposed  programs  into  effect.  The  division  should 
provide  assistance  in  implementing  agency  programs 
and  should  monitor  their  progress. 

222.  Develop  and  conduct  a management  training 
program  on  administering  labor  agreements 
and  policies. 

It  is  vitally  important  that  state  managerial  personnel  be 
knowledgeable  in  union-management  relations  to  pro- 
tect the  state's  employer  rights  and  avoid  costly  misjudg- 
ments.  Presently,  there  is  substantial  evidence  that  labor 
agreements  and  state  policies  are  not  being  administered 
properly.  There  are  instances  of  sick  leave  abuse,  incor- 
rect disciplinary  action  and  unenforced  work  standards. 
There  is  a lack  of  understanding  in  regard  to  union  agree- 
ments and  their  effect  on  state  employee  policies.  Many 
supervisors  are  unaware  of  the  problems  created  by 
precedent-setting  past  practices. 

The  Bureau  of  Labor  Relations  and  the  Training  Division, 
Office  of  Personnel,  have  conducted  some  courses  in  the 
interpretation  of  union  agreements,  but  because  of  lim- 
ited time  and  personnel,  it  has  been  too  general.  Current- 
ly, a consulting  firm  is  preparing  material  for  similar  train- 
ing, but  it  is  too  general  and  does  not  concentrate  on  the 
most  sensitive  problem  areas.  The  Training  Division  has 
developed  excellent  class  matter  on  disciplinary  proce- 
dures, yet  it  fails  to  provide  adequate  guidelines  for  penal- 
ties. Without  consistent  and  uniform  application,  discip- 
linary action  is  difficult  to  sustain  in  grievance  procedure 
and  arbitration. 

Proposed  Approach:  To  protect  the  state  against  the  con- 
sequences of  mismanaged  labor  relations,  immediate 
steps  should  be  taken  to  provide  concentrated  manage- 
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merit  training  in  the  more  crucial  provisions  of  union 
agreements.  Unless  managerial  personnel  become 
knowledgeable  in  interpreting  key  provisions  of  these 
contracts  and  exercise  their  prerogatives  at  the  earliest 
possible  date,  management  rights  will  deteriorate. 

The  important  provisions  around  which  training  material 
should  be  concentrated  involve  management's  right  to: 

• Direct  the  work  force. 

• Plan  and  schedule  use  of  state  property. 

• Discipline  employees  for  cause. 

• Control  rates  of  pay  and  use  of  fringe  benefits. 

• Determine  the  number  of  employees  needed. 

• Insist  that  an  employee  carry  out  an  order. 

• Maintain  contract  limits  on  the  authority  of  union 
representatives. 

• Determine  what  constitutes  a legitimate  grievance. 

Furthermore,  the  training  must  explain  how  these  rights 
are  to  be  exercised  under  day-to-day  operations.  Also,  the 
need  for  documentation  under  certain  conditions  must  be 
emphasized.  Managers  should  be  told  to  seek  advice 
when  in  doubt  and  to  avoid  displaying  ignorance  of  con- 
tract provisions. 

Since  speed  is  essential  in  initiating  this  special  indoctri- 
nation, the  Bureau  of  Labor  Relations  and  the  Training 
Division  of  the  Bureau  of  Personnel  should  immediately 
begin  to  develop  material,  train  instructors  and  establish 
schedules  for  conducting  classes  for  all  agencies  and  in 
all  locations  throughout  the  state.  The  use  of  mass  media 
techniques  such  as  closed-circuit  TV  and  self-teaching 
courses  should  be  fully  exploited.  The  temporary 
employment  of  outside  training  personnel  should  also  be 
investigated. 

Labor  agreements  and  memoranda  have  a substantial 
impact  on  billions  of  dollars  in  expenditures  for  salaries, 
benefits  and  property  use.  Although  the  cost  of  failure  to 
properly  administer  labor  agreements  is  incalculable,  the 
amount  could  be  staggering.  Adequate  training  of  man- 
agement personnel  would  contribute  greatly  to  minimiz- 
ing such  cost. 

Implementation  Strategy:  Development  of  this 

specialized  training  program  requires  that  the  secretary, 
Office  of  Administration,  authorize: 

• The  Bureau  of  Labor  Relations  to  identify  those  labor 
agreement  provisions  in  all  memoranda  of  agree- 
ment and  Act  195  which  can  have  some  restrictive 
effect  on  the  right  of  the  state  to  direct  the  work  force 
effectively  and  efficiently. 


• The  Training  Division  to  develop  material  and  pro- 
grams to  conduct  courses  forall  exempt  management 
personnel,  concentrating  on  all  labor  agreement  and 
statutory  provisions  identified  by  the  Bureau  of  Labor 
Relations. 

• Agency  management  and  personnel  officers  to  draft  a 
priority  listing  of  individuals  to  be  trained  and  for- 
ward those  lists  to  the  Training  Division. 

• Training  to  examine  lists  and  determine  what  re- 
sources would  be  required  to  complete  the  program 
within  six  months. 

• Training  to  obtain  approval  from  the  Office  of  Admin- 
istration to  acquire  those  resources  and  initiate  pro- 
curement action. 

• Training  to  select  instructors  and  begin  instruction  as 
soon  as  material  and  equipment  are  available. 

• Training  to  set  up  schedules  for  individuals  listed  and 
submit  them  to  the  Office  of  Administration. 

• Administration  to  approve  scheduled  lists  and  work 
out  any  agency-requested  changes. 

• Training  to  assign  program  resources  according  to 
schedules. 

223.  Eliminate  supervisory  personnel  from  em- 
ployee bargaining  units. 

State  legislation  identifies  a supervisor  as  an  individual 
who  has  authority  in  the  interest  of  the  employer  to  hire, 
transfer,  suspend,  layoff,  recall,  promote,  discharge,  as- 
sign, reward  or  discipline  other  employees,  or  responsi- 
bly to  direct  them,  adjust  their  grievances  or  to  effectively 
recommend  such  action.  Occupations  of  most  state  em- 
ployees are  substantially  clerical  or  professional  in  na- 
ture. Within  these  areas,  it  is  common  for  a supervisor  to 
perform  basically  the  same  duties  as  personnel  being 
supervised.  Consequently,  there  is  a tendency  to  classify 
supervisors  by  the  jobs  they  perform  rather  than  their 
administrative  responsibilities.  This  has  allowed  many 
job  classifications  to  be  incorrectly  certified  as  part  of  an 
employee  bargaining  unit,  thereby  removing  the  super- 
visor's authority  over  the  unit. 

In  certification  hearings,  inclusion  of  employees  in  a bar- 
gaining unit  was  determined  strictly  by  classification  titles 
on  a statewide  basis.  No  consideration  was  given  to  dif- 
ferences in  responsibilities  which  might  exist  in  identical 
position  titles  at  various  agencies  or  locations.  The  result 
has  been  a severe  curtailment  of  supervisory  control. 

Proposed  Approach:  All  jobs  with  supervision  respon- 
sibilities should  be  reviewed  for  possible  decertification 
from  employee  bargaining  units.  Consideration  should 
also  be  given  to  modifying  some  job  requirements  to 
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qualify  a classification  for  such  exclusion.  If  the  governing 
statutes  are  properly  interpreted,  many  jobs  now  eligible 
for  union  membership  could  be  excluded.  Such  action  is 
required  to  provide  proper  supervisory  control.  Im- 
plementation should  be  accomplished  as  quickly  as  pos- 
sible or  past-practice  precedents  will  seriously  hamper 
the  effectiveness  of  existing  supervisory  positions. 

Implementation  Strategy:  The  following  activities  should 
be  authorized  by  the  secretary,  Administration: 

• The  Bureau  of  Labor  Relations  should  prepare 
guidelines  for  agency  use  in  examining  classifica- 
tions which  encompass  supervisory  responsibilities, 
but  are  certified  for  membership  in  bargaining  units. 

• Agencies  should  determine  which  classifications  re- 
quire revision  to  qualify  for  decertification  and 
should  submit  recommendations  forthese  changes  to 
the  Bureau  of  Personnel. 

• Personnel  should  submit  a list  of  classification  revi- 
sions and  job  descriptions  to  the  Bureau  of  Labor 
Relations,  along  with  adequate  justification  for  the 
proposed  changes. 

• Labor  Relations  should  work  with  the  agencies  in- 
volved to  prepare  evidence  for  decertification  hear- 
ings. Petitions  should  be  ready  for  submission  to  the 
Pennsylvania  Labor  Relations  Board  within  fourto  six 
months  after  the  initial  agency  request. 

224.  Implement  completed  position  classification 
studies  and  continue  classification  reviews. 

The  existing  classification  system  has  not  been  updated 
for  several  years.  As  a result,  employee  grievance  appeals 
regarding  reclassification  consume  approximately 
14,700  man-hours  per  year  at  a cost  of  approximately 
$1  50,000.  Since  1 972,  the  Bureau  of  Personnel  has  com- 
pleted studies  covering  45,000  employees  in  1 50  classifi- 
cations. Of  these,  only  21  revised  classifications,  encom- 
passing 5,500  employees,  have  been  put  into  effect. 
Another  1 0 classifications,  affecting  1 ,500  personnel,  are 
being  implemented.  A major  stumbling  block  to  effective 
use  of  these  studies  has  been  the  state's  attempt  to  obtain 
union  cooperation.  This  has  not  been  forthcoming,  but 
there  is  a reluctance  on  the  part  of  the  government  to  take 
unilateral  action  in  implementing  changes. 

Proposed  Approach:  Representatives  from  the  Bureaus  of 
Personnel  and  Labor  Relations  as  well  as  appropriate  staff 
from  each  state  agency  should  meet  to  discuss  implemen- 
tation of  classification  revisions,  the  impact  on  employees 
and  how  to  deal  with  adverse  reactions.  Sufficient  time 
should  be  allowed  to  obtain  opinions  from  agency  heads 
and  to  resolve  negative  positions.  Once  a consensus  is 
reached,  a firm  policy  should  be  formulated  and  unilat- 


eral implementation  begun.  The  initial  effort  will  proba- 
bly result  in  an  influx  of  employee  grievances.  However, 
such  problems  must  be  faced  if  Pennsylvania  is  to  deal 
effectively  with  wage  and  salary  control.  Implementation 
will  permit  agencies  to  forecast  personnel  expenditures 
more  accurately  and  should  fulfill  the  state's  objective  of 
maintaining  an  equitable  pay  structure.  Potential  savings 
cannot  be  quantified. 

Implementation  Strategy:  In  order  to  implement  study 
results,  it  is  proposed  that: 

• Personnel  units  in  each  agency,  under  guidance  from 
the  Bureau  of  Personnel,  assign  appropriate  classifi- 
cations to  employees  covered  in  the  studies. 

• These  units  should  prepare  and  distribute  appropri- 
ate notices  regarding  changes.  Management  should 
be  informed  15  days  in  advance  of  employee  notifi- 
cations. Unions  must  also  be  given  ample  time  to 
react  to  these  changes.  They  must  be  apprised  of  the 
plans,  procedures  and  the  state's  obligation  and  right 
to  revise  existing  structures. 

• Time  limitations  on  filing  grievances  in  the  first  step 
may  have  to  be  extended  to  30  days  during  this  initial 
implementation  period. 

• Employees  should  be  notified  of  classification 
changes  by  a paycheck  attachment.  Those  whose 
status  will  remain  the  same  should  be  informed  in  the 
same  way.  Notifications  should  be  made  two  pay 
periods  in  advance  of  the  effective  date  of  the 
change. 

225.  Implement  an  improved  performance  evalua- 
tion system  for  judging  all  levels  of  supervisory 
personnel. 

The  prevailing  system  lists  1 0 personal  traits  with  a scale 
of  1 3 levels  of  performance,  ranging  from  “excellent"  to 
"unsatisfactory."  It  is  used  for  all  categories  of  employees 
— supervisory,  nonsupervisory,  civil  service  and  noncivil 
service.  The  system  is  ineffective  because  it  produces 
subjective  judgments  and  does  not  provide  the  employee 
with  adequate  guidance  to  improve  his  performance.  The 
need  for  a new  approach  has  been  recognized  and  the 
Office  of  Administration  has  established  a multi- 
department commission  to  design  a performance  evalua- 
tion system.  However,  to  be  effective,  specific  types  of 
performance  evaluations  must  be  developed  which  rec- 
ognize the  differences  between  supervisory  and  non- 
supervisory personnel  and  promote  dialogues. 

Proposed  Approach:  To  measure  the  contribution  of  an 
individual  administrator  effectively,  an  improved  system 
of  performance  evaluation  designed  for  supervisory  per- 
sonnel should  be  implemented  throughout  all  state  agen- 
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cies.  It  is  anticipated  that  this  system  will  be  an  integral 
part  of  the  formal  programs  of  management  by  objectives 
and  nonfinancial  incentives  discussed  in  other  recom- 
mendations. However,  implementation  of  the  evaluation 
system  should  proceed  immediately  to  realize  the  bene- 
fits of  improved  performance  as  quickly  as  possible. 

In  an  effort  to  maximize  objectivity,  the  system  should 
emphasize  examination  of  the  employee's  contribution 
in  realizing  pre-determined  objectives  over  which  he 
exercised  control.  The  supervisor  should  commit  himself 
to  achievement  of  specific  objectives  each  year  and  be 
made  aware  that  he  will  be  measured  by  the  degree  of 
accomplishment.  At  the  end  of  each  year,  overall  pro- 
gress should  be  documented  and  the  supervisor  informed 
of  his  accomplishments  and  shortcomings.  Data  should 
also  be  developed  in  regard  to  promotability  and  indi- 
vidual strengths  and  weaknesses.  The  appraisal  interview 
should  be  documented  and  the  report  signed  by  the 
supervisor  being  evaluated.  Implementation  will  require 
clear  definitions  of  job  responsibilities  to  provide  the 
criteria  for  evaluating  performance. 

Implementation  Strategy:  The  Bureau  of  Personnel 
should  design  a performance  evaluation  system  which 
will  be  compatible  with  an  overall  program  of  productiv- 
ity improvement,  management  by  objectives  and  nonfi- 
nancial incentives.  It  should  conduct  training  sessions  to 
ensure  that  agency  personnel  use  the  plan  properly. 

Within  six  months,  the  agencies  should  be  requested  to 
begin  using  the  system.  The  Bureau  of  Personnel  should 
also  develop  procedures  to  administer  merit  salary  in- 
creases for  supervisory  personnel  which  would  be  com- 
patible with  the  performance  evaluation  plan.  Review 
procedures  should  be  completely  established  by  October 
1,  1976,  while  the  merit  system  should  be  in  effect  by 
October  1,  1 978. 

226.  Implement  an  improved  performance  evalua- 
tion procedure  for  nonsupervisory  employees. 

Since  the  advent  of  union  bargaining  agreements,  the  use 
of  performance  appraisals  for  nonsupervisory  employees 
has  declined  and  become  essentially  ineffectual.  The 
rationalization  is  that  such  reviews  are  only  worthwhile 
for  wage  systems  providing  merit  increases,  which  the 
union  contracts  do  not.  Another  factor  is  the  ineffective- 
ness of  the  present  evaluation  procedure.  However,  a 
well  conceived  and  thoroughly  implemented  system  of 
performance  reviews  can  do  much  to  improve  the 
morale,  attitudes  and  the  contributions  made  by  non- 
supervisory employees.  It  is  too  important  a management 
tool  to  overlook. 

Proposed  Approach:  The  Bureau  of  Personnel,  in  cooper- 
ation with  the  Civil  Service  Commission,  should  develop 


a viable  performance  review  system  which  meets  the 
needs  of  line  managers  and  requires  them  to  schedule 
evaluation  interviews  for  all  subordinates.  Participation 
of  such  managers  in  all  sizable  agencies  should  be  sought 
in  designing  the  proposed  system.  Emphasis  should  be 
placed  on  requiring  supervisors  to  identify  each  subordi- 
nate's strong  and  weak  points  in  writing.  These  written 
evaluations  must  also  include  suggestions  in  regard  to 
what  the  employee  should  do  to  improve  his  performance 
and  enhance  his  career  opportunities.  All  levels  of  man- 
agement must  be  thoroughly  trained  in  the  procedures 
required  to  implement  such  a system  effectively.  Each 
nonsupervisory  employee  should  be  reviewed  annually. 
The  Bureau  of  Personnel  should  monitor  agency  review 
practices  for  thoroughness,  objectivity  and  program  con- 
tinuity. It  should  audit  the  efficacy  of  the  system  through 
periodic  interviews  with  supervisory  and  nonsupervisory 
personnel.  Implementation  will  provide  the  state  with  a 
means  of  encouraging  the  growth  and  improving  the 
productivity  of  its  employees. 

Implementation  Strategy:  The  Bureau  of  Personnel  will  be 
responsible  for  working  with  the  Civil  Service  Commis- 
sion to  develop  an  effective  nonsupervisory  performance 
evaluation  program.  It  will  also  implement  a training 
program  for  agency  personnel  in  regard  to  the  system's 
use  and  assist  in  agency  implementation  as  required. 
Program  development  should  require  three  months  while 
implementation  is  expected  to  take  nine  months  more. 

227.  Implement  effective  exit  interview  techniques. 

The  voluntary  turnover  rate  for  state  employees  is  approx- 
imately 1 0.2%.  One  of  the  most  effective  means  for  iden- 
tifying causes  of  high  turnover  is  the  collection  of  data 
through  exit  interviews.  For  the  most  part,  agencies  make 
little  or  no  use  of  this  technique. 

Proposed  Approach:  An  appropriate  procedure  should  be 
developed  so  that  exit  interviews  can  be  used  to  identify 
the  major  reasons  for  employee  separations.  Interviewers 
must  be  trained  and  supplied  with  effective  guidelines  in 
order  to  solicit  information  from  these  employees  with  a 
minimum  of  interrogation.  Controls  should  be  estab- 
lished to  make  such  interviews  a normal  separation 
routine.  It  is  estimated  that  the  state  spends  approximately 
$2,000  in  placing  one  person  on  the  payroll.  Therefore, 
each  1%  reduction  in  turnover  could  provide  an  annual 
saving  of  $2. 4-million.  No  saving  is  being  claimed. 

Implementation  Strategy:  The  Bureau  of  Personnel  in  the 
Office  of  Administration  should  be  responsible  for  de- 
veloping a workable  exit  interview  procedure  within  30 
days.  It  must  also  establish  a training  program  for  agency 
personnel  in  order  to  implement  an  effective  interview 
system.  Data  developed  can  be  analyzed  and  corrective 
action  taken  to  reduce  employee  separations. 
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228.  Absorb  patronage  jobs  protected  by  labor 
agreements  into  the  merit  system. 

There  are  approximately  1 1 0,000  permanent  employees 
on  the  state  payroll.  Of  this  number,  85,000  are  covered 
by  the  civil  service  merit  system  and  25,000  are  patron- 
age jobs.  Prior  to  unionization,  an  unsatisfactory  patron- 
age employee  could  be  terminated  with  little  difficulty. 
However,  most  of  these  positions  are  now  covered  by 
labor  agreements,  making  removal  difficult,  time- 
consuming  and  expensive. 

Proposed  Approach:  Absorbing  patronage  jobs  into  the 
civil  service  merit  system  would  ensure  acquisition  and 
promotion  of  more  qualified  employees  and  reduce  the 
necessity  to  terminate  staff  for  cause.  Therefore,  all  bar- 
gaining unit  jobs  not  presently  covered  by  the  merit  sys- 
tem should  be  placed  under  civil  service.  The  potential 
savings  to  be  realized  from  better  employee  selection 
methods  are  significant,  but  cannot  be  quantified.  An 
additional  benefit  could  be  a reduction  in  grievance  fil- 
ings since  this  mechanism  is  used  to  combat  agency 
efforts  to  remove  or  discipline  unsatisfactory  patronage 
personnel. 

Implementation  Strategy:  The  following  steps  should  be 
taken  to  implement  the  proposed  change: 

• The  Governor's  Office  should  evaluate  the  benefits  of 
transferring  bargaining  unit  patronage  jobs  to  civil 
service  status.  It  would  then  have  to  muster  support 
for  the  program. 

• The  Governor's  Office  should  sponsor  enabling  legis- 
lation to  affect  the  change. 

• The  Bureau  of  Personnel  and  the  Civil  Service  Com- 
mission would  be  jointly  responsible  for  initiating 
required  procedures  and  documentation. 

229.  Establish  a procedure  to  certify  provisional  ap- 
pointees to  permanent  civil  service  status. 

Studies  made  by  the  commission  in  1 974  show  there  are 
more  than  2,100  civil  service  job  classifications.  Approx- 
imately 450  of  these  categories  are  staffed  by  employees 
serving  as  provisional  appointees  because  no  examina- 
tion program  exists.  The  fundamental  difficulty  is  that  the 
commission  does  not  have  adequate  development  re- 
sources to  generate  equitable,  job-related  tests  for  its 
complete  variety  of  classifications.  To  provide  such  re- 
sources — when  some  classifications  may  cover  only  one 
employee  — would  not  be  feasible  or  necessary. 

This  problem  of  provisional  appointments  is  com- 
pounded in  situations  where  job  openings  exist,  but  tests 
fail  to  produce  eligible  candidates  willing  to  accept  ap- 
pointment. As  of  March  1975,  there  were  3,000  provi- 
sional appointees  working  for  the  state. 


Proposed  Approach:  A procedure  for  certifying  provi- 
sional appointees  to  permanent  civil  service  status  should 
be  implemented.  To  do  this,  a study  should  be  made  of  all 
pertinent  information  concerning  provisional  appoint- 
ments. From  those  data,  classifications  for  which  merit 
tests  should  not  be  developed  can  be  identified.  In  addi- 
tion, positions  which,  because  of  the  skills  requirement  or 
location,  are  unlikely  to  be  filled  by  open  examinations 
could  be  isolated.  Once  the  information  is  available,  the 
commission  should  make  reasonable  attempts  to  reduce 
the  number  of  such  situations.  It  should  create  a plan  for 
certifying  certain  provisional  appointees,  occupying 
these  positions,  to  permanent  status  under  tightly  control- 
led conditions.  This  must  be  done  in  a manner  which 
would  meet  the  criteria  for  federal  reimbursement  of  cer- 
tain programs  and  would  protect  the  integrity  of  the  state's 
merit  employment  system.  Such  a plan  would  eliminate 
many  nonproductive  tests  and  provide  a practical  means 
to  qualify  more  employees  under  federally  reimbursed 
programs. 

The  Governor's  Review-1972  estimated  that  Pennsyl- 
vania might  be  losing  as  much  as  $4. 5-mi  I lion  annually  in 
federal  reimbursements  because  of  the  relatively  wide- 
spread use  of  long-term  provisional  appointments. 

Implementation  Strategy:  The  following  steps  should  be 
taken  to  certify  appointees: 

• The  commission's  Bureau  of  Audits  should  approve 
all  provisional  appointees  who  are  performing  satis- 
factorily in  their  jobs,  after  thorough  determination 
that  the  appointees  are  the  best  available  under  pre- 
vailing conditions. 

• The  commissioners  should  authorize  a study  of  such 
provisional  appointments  to  identify  the  conditions 
which  caused  them.  Findings  should  be  evaluated 
with  the  aim  of  removing  certain  job  classifications 
from  appointee  status. 

• The  Bureau  of  Examinations  should  develop  test 
material  suited  to  the  classifications  relieved  of  provi- 
sional appointee  requirements. 

• Both  the  Bureaus  of  Audits  and  Examinations  should 
establish  a policy  whereby  six  months  of  satisfactory 
work  could  qualify  a provisional  appointee  for  civil 
service  certification,  based  upon  recommendation 
by  the  agency  and  approval  by  the  Bureau  of  Audits. 

• The  commissioners  should  obtain  approval  of  this 
certification  procedure  from  appropriate  federal 
agencies. 

• The  commission  staff  should  provide  periodic  con- 
trol reports  on  the  status  of  provisional  appointments 
for  management  review. 


230.  Ensure  that  all  future  union  contracts  contain 
language  stopping  payment  or  accrual  of  bene- 
fits during  any  strike. 

Current  agreements  between  the  state  and  three  unions 
representing  a total  of  80,000  employees  have  similar 
language  concerning  wage  reopening,  a no-strike  clause 
and  contract  termination.  Each  three-year  agreement  runs 
until  June  30,  1976.  However,  the  reopener  provision 
allows  resumption  of  negotiations  on  wages  and  other 
economic  issues  for  the  final  contract  year.  It  also 
specifies  that  the  no-strike  article  is  not  applicable  during 
reopened  talks.  The  termination  clause  has  no  reference 
to  that  fact.  It  merely  states  that  the  agreement  continues 
in  full  force  through  June  1976.  This  could  obligate  the 
state  to  pay  contracted  employee  benefits  for  the  entire 
three  years. 

Proposed  Approach:  Future  union  agreements  must  con- 
tain language  stopping  the  payment  or  accrual  of  benefits 
to  striking  employees  or  those  prevented  from  working  by 
strike  action.  Benefits  which  accrue  through  tenure 
would  not  be  affected  and  articles  concerning  them 
would  require  no  revision.  Termination  clauses  should 
identify  any  provisions  which  might  not  remain  in  force 
for  the  full  term  of  the  agreement  and  all  their  attendant 
conditions. 

The  state  should  continue  paying  insurance  premiums 
during  a strike  but  they  should  be  deducted  from  sub- 
sequent pay  on  a pro  rata  basis.  From  a social  standpoint 
and  for  both  public  and  employee  relations  value,  it  is 
unwise  to  cancel  insurance  on  striking  employees.  How- 
ever, they  should  be  required  to  reimburse  the  state. 

The  state  pays  approximately  $98-million  annually  in 
employee  insurance  premiums,  or  about  $268,000  daily. 
Strikes  seldom  end  before  two  weeks  to  a month  have 
elapsed.  Recoverable  premium  payments  for  the  state  for 
just  1 5 days  would  amount  to  more  than  $4-million.  For 
the  80,000  employees  recently  involved  in  reopened 
contract  negotiations,  insurance  premiums  would  cost 
about  $2. 9-million  during  a 15-day  strike. 

In  the  same  period,  those  personnel  would  accrue  leave 
benefits  worth  an  estimated  $2. 5-million.  Though  no  sav- 
ings are  claimed,  these  figures  indicate  the  huge  savings 
potential  attached  to  having  a contract  provision  for  stop- 
ping benefits  to  strikers.  Furthermore,  deferring  payment 
during  strike  periods  of  previously  accumulated  sick 
leave  benefits  would  permit  the  earning  of  additional 
investment  income. 

Implementation  Strategy:  To  ensure  that  the  state  is  not 
liable  for  benefit  payments  to  strikers,  the  secretary,  Of- 
fice of  Administration,  should  direct  the  Bureau  of  Fabor 
Relations  to: 


• Examine  all  union  agreements  to  determine  whether 
all  provisions  are  compatible  and  if  those  concerning 
reopened  negotiations  are  covered  in  the  termination 
section. 

• Ascertain  what  language  changes  are  needed  to  pro- 
tect the  state  against  accruing  and/or  paying  any 
benefits  to  employees  on  a legal  strike.  It  is  assumed 
that  an  illegal  strike  temporarily  negates  all  benefits. 
If  not,  the  language  should  cover  all  strike  actions. 

• Modify  insurance  program  language  to  provide  that 
the  state  be  reimbursed  by  employees  for  all  pre- 
miums paid  during  a strike,  on  a pro  rata  basis, 
through  payroll  deductions. 

• Demand  protective  language  in  future  union  agree- 
ments. This  is  a reasonable  demand  and  should  be 
supported  against  all  union  counter  action. 

231 . Ban  first-level  supervisors  from  membership  in 
any  unit  connected  to  a bargaining  unit  for 
public  employees  other  than  those  for  first- 
level  supervisors. 

A legislative  act  stipulates  that  public  employers  shall  not 
be  required  to  bargain  with  units  of  first-level  supervisors, 
but  shall  meet  and  discuss  matters  deemed  bargainable 
for  other  public  employees.  This  provision  was  meant  to 
separate  supervisory  personnel  from  other  employees 
and  to  identify  their  responsibilities  to  management.  Such 
supervisors  are  to  be  excluded  from  membership  in  bar- 
gaining units  formed  for  public  employees.  The  intention 
of  this  rule  was  to  avoid  potential  conflicts  of  interest. 
Unfortunately,  the  term  "unit"  as  applied  to  groups  of 
first-level  supervisors  has  been  interpreted  to  be  not  suffi- 
ciently exclusive.  Consequently,  they  are  forming  units 
affiliated  with  authorized  bargaining  units  for  other 
commonwealth  personnel.  As  a result,  some  7,500 
supervisors  are  currently  affiliated  with  the  same  union  as 
other  commonwealth  employees  whom  they  supervise. 
This  inhibits  the  supervisor  in  fulfilling  his  management 
obligations,  particularly  in  regard  to  disciplinary  actions. 

Proposed  Approach:  To  reestablish  the  loyalty  of  first- 
level  supervisors  to  management  and  to  improve  the  qual- 
ity of  supervision,  existing  legislation  should  be  modified 
to  prohibit  any  union  ties  between  a supervisor  and  sub- 
ordinates. Implementation  should  improve  supervisory 
capabilities  significantly. 

Implementation  Strategy:  After  authorization  by  the  sec- 
retary, Administration,  attorneys  in  the  Bureau  of  Fabor 
Relations  should  prepare  an  amendment  to  the  governing 
statutes.  It  should  be  submitted  to  the  Governor's  Office 
for  introduction  in  the  House.  The  bureau  should  com- 
municate its  intentions  to  all  supervisors  and  explain  its 
reasons.  After  enactment,  the  bureau  should  initiate  de- 
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certification  proceedings  against  supervisory  units  which 
do  not  comply  with  the  revised  requirements. 

232.  Implement  an  information  system  to  monitor 
employee  punctuality  and  use  of  sick  leave  and 
personal  days. 

The  Bureau  of  Personnel  has  established  policies  in- 
tended to  control  sick  leave,  absenteeism,  employee 
punctuality,  personal  leave  and  other  "paid  for,  but  not 
worked"  time.  However,  there  is  no  established  flow  of 
information  from  the  various  agencies  to  the  bureau  to 
ensure  that  these  policies  are  being  uniformly  and  consis- 
tently applied  to  state  employees.  At  present,  there  is 
evidence  of  widespread  abuse  in  regard  to  time-off 
privileges.  One  practice  which  should  be  eliminated  is 
the  taking  of  accumulated  sick  leave  just  prior  to  retire- 
ment. In  effect,  this  results  in  the  employee  leaving  his 
position  while  officially  remaining  on  the  payroll.  This 
practice  prevents  the  state  from  filling  such  vacated  posi- 
tions until  the  official  retirement  date.  Overtime  and  tem- 
porary staff  must  then  be  used  to  fill  resulting  gaps. 

Proposed  Approach:  The  Bureau  of  Personnel  should 
establish  enforcement  of  a statewide  policy  regarding 
control  of  paid  leave  at  all  organizational  levels.  It  should 
implement  an  information  system  which  will  enable  the 
bureau  to  monitor  compliance  levels.  It  the  state  could 
achieve  a reduction  of  two  days  of  paid  sick  leave  per  year 
per  employee  through  effective  training,  management 
and  motivation,  an  annual  saving  of  $2. 2-million  could 
be  realized.  This  is  only  a small  indication  of  the  potential 
that  improved  control  could  achieve  and  is  a realistic  goal 
in  comparison  to  results  achieved  in  the  private  business 
sector. 

Implementation  Strategy:  In  order  to  realize  the  potential 
benefits,  the  following  steps  should  be  taken: 

• The  Bureau  of  Personnel  in  the  Office  of  Administra- 
tion should  issue  a directive  forbidding  state  employ- 
ees to  take  accumulated  sick  leave  priorto  retirement 
without  documented  proof  of  disability. 

• The  bureau  should  review  its  policies  on  paid  leave. 
Revisions  should  be  made  and  controls  designed  to 
ensure  proper  implementation. 

• The  Bureau  of  Labor  Relations  should  develop  a de- 
finitive policy  and  procedure  to  discipline  employees 
for  abuses  of  time-off  policies. 

• The  Office  of  Administration  should  meet  with  ap- 
propriate agency  representatives  to  discuss  existing 
policies  and  proposed  revisions. 

• The  Bureau  of  Personnel  should  work  with  the 
Bureau  of  Management  Services  to  develop  a practi- 
cal information  system  to  monitor  time-off  activities. 


Conceivably,  such  a system  could  be  incorporated 
into  an  overall  payroll  procedure.  This  should  be 
augmented  by  spot  checks  conducted  by  agency 
personnel  units. 

• The  Bureau  of  Personnel  should  develop  a program 
to  solicit  assistance  from  the  medical  profession  in 
controlling  sick  leave  abuses.  A medical  form  should 
be  developed  for  use  in  certifying  state  employee 
illnesses  or  injury. 

233.  Design  an  information  retrieval  system  to 
monitor  the  administration  of  union  agree- 
ments and  labor  relations  policies  by  state 
agencies. 

During  contract  negotiations,  the  state  may  be  unpre- 
pared to  protect  its  interests  and  properly  evaluate  union 
demands  because  it  lacks  information  on  day-to-day 
labor  relations  problems  encountered  by  commonwealth 
agencies.  Furthermore,  between  the  time  a union  agree- 
ment is  signed  and  the  time  management  personnel  be- 
come knowledgeable  in  its  administration,  the  state's 
rights  can  be  seriously  jeopardized.  Substantial  and  un- 
warranted costs  can  accrue  due  to  mismanaged  control  of 
wages,  fringe  benefits,  work  standards,  absenteeism  and 
tardiness. 

The  crux  of  the  problem  is  that,  unwittingly,  a supervisor 
may  make  a decision  on  a seemingly  minor  personnel 
problem,  and  thereby  create  a precedent  or  "past  prac- 
tice" which  is  extremely  difficult  to  overturn  in  any  later 
arbitration.  Even  if  managers  are  trained  to  closely  ad- 
minister labor  agreements,  they  have  a natural  tendency 
to  backslide.  Understandably,  unions  take  advantage  of 
any  such  management  weakness  to  achieve  new  gains  at 
state  expense.  Past  practice  is  the  unions'  major  tool  for 
winning  mediated  disputes.  For  the  state  to  defend  itself  or 
win  demands  of  its  own,  it  must  supply  supporting  data  — 
but  is  presently  unable  to  do  so. 

Proposed  Approach:  The  Bureau  of  Labor  Relations 
should  monitor  the  administration  of  union  agreements 
by  state  agencies  through  an  information  retrieval  system 
designed  to  collect,  summarize  and  evaluate  pertinent 
data. 

The  bureau  should  examine  all  labor  agreements  and 
select  those  provisions  on  which  they  need  data  concern- 
ing complaints  and  grievances  and  related  agency  re- 
sponses. Where  possible,  coding  should  be  used  to  re- 
duce information  to  forms  easily  summarized  and 
evaluated,  perhaps  by  computer.  Agencies  must  furnish 
this  information  on  a timely  basis.  This  would  enable  the 
bureau  to  recognize  any  weakness  in  administration  of 
agreements  and/or  policy  that  requires  corrective  action, 
such  as  a training  program. 


It  is  impossible  to  quantify  any  savings  from  this  recom- 
mendation. However,  the  data  generated  for  monitoring 
purposes  could  prove  invaluable  in  contract  negotiations, 
grievance  handling  and  arbitration. 

Implementation  Strategy:  To  successfully  monitor  the 
administration  of  labor  agreements  and  policies,  the  sec- 
retary, Office  of  Administration,  should  authorize  the 
Bureau  of  Labor  Relations  to: 

• Examine  union  contracts  to  identify  provisions  under 
which  there  is  great  potential  for  erosion  of  manage- 
ment rights  and/or  loss  of  control  over  wages  and 
employee  benefits.  Future  contracts  should  prohibit 
establishment  of  new  “past  practices”  without  writ- 
ten agreement  by  both  parties. 

• Determine  the  feedback  needed  to  keep  a check  on 
these  provisions  and  set  a reporting  schedule  for 
agency  personnel  officers. 

• Contact  the  Bureau  of  Management  Services  to 
explore  computer  processing  of  reported  data.  If 
computer  use  is  feasible,  the  Bureau  of  Management 
Services  and  the  Central  Management  Information 
Center  should  develop  the  program  and  advise  the 
Bureau  of  Labor  Relations  on  necessary  coding  and 
form  construction. 

• Join  the  Bureau  of  Management  Services  in  writing 
procedures  for  reporting  and  retrieval. 

• Arrange  for  the  Office  of  Administration  to  issue  in- 
structions and  procedures  to  all  agencies. 

• Plan  for  procurement  and  distribution  of  reporting 
forms. 

• Allow  reasonable  time  for  agencies  to  raise  questions 
and  organize  their  reporting  effort. 

• Establish  a date  to  initiate  procedures.  As  data  are 
received,  they  should  be  promptly  analyzed  and 
acted  upon. 

• Maintain  a data  bank  for  use  in  grievance  proce- 
dures, arbitration  or  contract  negotiations. 

234.  Establish  a reporting  system  to  control  the 
number  of  provisional  civil  service  employees 
and,  where  necessary,  to  request  continuations 
of  nonmerit  system  staff  on  a timely  basis. 

The  federal  government  reimburses  the  state  for  wages 
paid  employees  working  in  selected  programs  provided 
they  are  appointed  under  a merit  system.  Frequently,  it  is 
necessary  to  utilize  provisional  status  employees  pending 
certification  of  eligibility  lists.  At  present,  there  are  at  least 
450  job  classifications  in  which  one  or  more  people  are 
serving  with  provisional  status. 


Federal  regulations  provide  that  a provisional  appointee 
may  work  for  six  months  without  loss  of  wage  reim- 
bursement to  the  state.  Also,  if  justification  can  be  pro- 
vided for  a failure  to  appoint  merit  system  employees  to 
the  position  after  six  months,  a request  for  continuation  of 
provisional  appointees  will  protect  the  reimbursement. 
Usually  one  approval  is  sufficient  so  the  procedure  does 
not  have  to  be  repeated  every  six  months.  In  the  past, 
some  agencies  have  neglected  to  exercise  this  option  and 
subsidies  have  been  discontinued. 

Proposed  Approach:  To  protect  the  state  against  such 
unnecessary  losses  of  federal  subsidies,  a system  of  con- 
trols should  be  implemented  to  ensure  appropriate  action 
by  the  various  agencies.  The  most  important  aspect  of  the 
system  would  be  adequate  monitoring  of  provisional 
status  employees  by  agency  personnel  units  so  that  ex- 
ception requests  can  be  made  on  a timely  basis.  A control 
should  be  implemented  in  the  Bureau  of  Financial  Man- 
agement to  ensure  that  such  action  is  taken.  The  proce- 
dure should  provide  adequate  time  spans  to  meet  such 
obligations  within  the  limits  identified  by  federal  regula- 
tions. In  view  of  the  projected  increase  in  federally  reim- 
bursed programs,  implementation  of  effective  controls 
could  protect  the  state  against  substantial  losses. 

Implementation  Strategy:  To  carry  out  the  proposed  pro- 
gram, the  following  steps  should  be  taken: 

• The  Civil  Service  Commission  should  provide  a writ- 
ten description  of  the  steps  required  to  continue  fed- 
eral reimbursements  for  provisional  employees  be- 
yond six  months. 

• The  Bureau  of  Financial  Management  should  reiter- 
ate agency  responsibility  for  protecting  the  state 
against  loss  of  federal  subsidies. 

• The  Civil  Service  Commission  should  develop  a 
computer  printout  which  will  provide  data  on  provi- 
sional employees,  by  agency,  on  a monthly  basis.  It 
should  be  compiled  in  a manner  which  will  alert  the 
agencies  to  their  responsibility  to  appoint  civil  ser- 
vice employees,  if  available;  request  provisional 
status  when  necessary;  and  follow  up  with  an  excep- 
tion request  when  provisional  employees  must  be 
retained  beyond  six  months. 

• The  Bureau  of  Financial  Management  should  use  this 
information  to  ensure  action  at  the  agency  level.  It 
should  also  monitor  the  Civil  Service  Commission's 
effectiveness  in  providing  eligibility  lists  to  agencies 
on  a timely  basis. 

• Agencies  should  attempt  to  forecast  manning  re- 
quirements as  accurately  as  possible  to  reduce  the 
necessity  for  provisional  appointments. 
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235.  Provide  computer-derived  random  sets  of 
questions  in  printout  forms  ready  for  reproduc- 
tion as  examinations. 

There  are  some  40,000  examination  questions  stored  in  a 
computer  and  coded  by  source,  difficulty,  vocational 
type  and  legal  restrictions  on  use.  To  prevent  examination 
cheating,  the  questions  are  interchanged  manually  in 
constructing  the  various  tests.  This  time-consuming  work 
is  performed  by  28  professional  and  seven  clerical  em- 
ployees in  the  Bureau  of  Examinations.  Although  the 
bureau  has  achieved  an  80%  increase  in  productivity 
over  the  past  eight  years  without  adding  personnel,  the 
demand  for  tests  continues  to  outpace  the  output.  For 
fiscal  1976,  the  bureau  is  authorized  to  hire  four  more 
employees. 

Proposed  Approach:  Manual  test  construction  should  be 
eliminated  by  programming  the  computer  to  produce 
random  sets  of  questions  in  a printout  form  which  can  be 
reproduced  as  examinations.  At  present,  stored  questions 
are  coded  for  almost  all  of  the  variables  needed  to  write 
such  a program.  New  questions  are  continually  being 
selected  and  coded.  However,  obsolete  material  should 
be  removed  on  a regular  basis  to  optimize  use  of  storage. 
Questions  can  be  added  or  deleted  easily  by  using  the 
bureau's  direct  access  terminal.  This  type  of  examination 
preparation  capability  will  permit  the  bureau  to  meet  test 
needs  on  a much  more  timely  basis. 

The  commission  also  conducts  oral  interviews  as  part  of 
its  candidate  selection  system.  Material  prepared  for  this 
activity  could  also  be  stored  in  the  computer  and  re- 
trieved in  random  sets. 

Elimination  of  all  manual  test  construction  should  reduce 
the  work  load  of  the  bureau's  professional  staff  by  25%. 
Implementation  would  permit  an  overall  reduction  of 
seven  professional  and  two  clerical  positions.  The  annual 
saving  would  approximate  $120,000.  One-time  im- 
plementation costs  should  not  exceed  $10,000. 

Implementation  Strategy:  The  executive  director  should 
authorize  the  Bureau  of  Examinations  to: 

• Describe  in  writing  the  manual  method  of  test  con- 
struction, as  well  as  emphasizing  the  variables  to  be 
considered. 

• Consult  with  programming  personnel  from  the  Cen- 
tral Management  Information  Center  (CMIC)  to  ascer- 
tain what  additional  coding  of  questions  may  be 
necessary  to  write  the  programs. 

• Perform  any  required  coding. 

• Confer  with  CMIC  personnel  about  this  description 
and  resolve  any  programming  problems. 


• Coordinate  activities  with  CMIC  in  regard  to  estab- 
lishing a systems  and  programming  plan  and  timeta- 
ble for  completion. 

• Arrange  for  new  tests  to  be  electronically  constructed 
by  CMIC  personnel. 

236.  Establish  civil  service  testing  locations  and 
eligibility  lists  on  a geographical  basis. 

Civil  service  examinations  are  generally  open  to  all  citi- 
zens of  the  state,  regardless  of  the  location  of  anticipated 
job  openings.  This  is  a wasteful  policy  since  the  majority 
of  applicants  will  not  relocate  for  a job,  particularly  when 
most  civil  service  openings  are  entry-level  positions. 

However,  many  people  will  take  the  exams  merely  on  the 
chance  that  a future  opening  may  occur  in  an  acceptable 
location.  This  results  in  a substantial  amount  of  additional 
work  to  process  applications,  conduct  examinations  and 
contact  eligible  individuals,  most  of  whom  are  unin- 
terested in  currently  available  positions.  Studies  by  the 
commission  show  that  86%  of  merit  system  openings  are 
in  entry-level  and  nonprofessional  categories.  Further, 
data  indicate  95%  of  all  candidates  considered  for  ap- 
pointment are  reluctant  to  accept  a job  more  than  50 
miles  from  their  home. 

Proposed  Approach:  To  eliminate  the  waste  associated 
with  statewide  testing  for  civil  service  jobs,  the  commis- 
sion should  establish  testing  locations  and  eligibility  lists 
on  a geographical  basis.  Experience  indicates  that  divid- 
ing the  state  into  five  regions  will  significantly  improve 
the  testing,  selection  and  appointment  of  candidates. 
Further  refinements  involving  both  locale  and  job  clas- 
sifications should  be  introduced  on  a gradual  basis. 

Implementation  would  drastically  reduce  the  costs  as- 
sociated with  handling  some  300,000  valueless  applica- 
tions annually.  The  expenditure  for  forms  alone  is  approx- 
imately $24,000  while  the  cost  of  storage,  distribution 
and  handling  could  add  as  much  as  $10,000.  Although 
overall  savings  cannot  be  accurately  quantified,  profes- 
sional analysis  has  indicated  a potential  reduction  of  20% 
to  25%  in  both  work  load  and  material  requirements. 
Based  on  the  current  commission  budget  of  more  than 
$4-million,  a conservative  estimate  of  annual  savings 
would  be  $500,000. 

Implementation  Strategy:  The  commissioners  should 
empower  the  executive  director  to  take  the  following 
steps: 

• Establish  five  regional  testing  sites,  based  on  studies 
conducted  by  the  commission. 

• Instruct  the  legal  staff  to  examine  the  revised  plan  to 
determine  if  there  is  a need  for  enabling  legislation. 
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• Have  such  legislation  prepared,  if  required. 

• Update  current  regulations  to  include  a complete 
procedure  to  implement  the  regional  concept. 

• Set  up  provisions  to  administer  the  merit  system  for 
certain  jobs  and  specific  situations  on  a county  basis. 

• Incorporate  sufficient  flexibility  into  the  regulations 
to  permit  the  commission  to  localize  testing  and 
eligibility  lists  as  warranted  by  experience. 

• Allow  a candidate  to  be  placed  on  more  than  one 
regional  eligibility  list,  upon  request,  with  removal  to 
follow  if  appointment  in  a second  region  is  refused. 

• Structure  the  system  so  that  applicants  must  assume 
more  responsibility  in  seeking  state  government 
employment. 

• Contact  all  government  agencies  and  points  of  appli- 
cation distribution  to  ensure  that  personnel  are  famil- 
iar with  revised  regulations. 

• Implement  statewide  monitoring  and  control  of  the 
new  procedures. 

237.  Use  optical  scanning  equipment  to  examine 
civil  service  applications. 

The  Civil  Service  Commission  receives  job  applications 
at  a rate  in  excess  of  1 5,000  per  month.  All  are  examined 
manually.  Based  on  1974  statistics,  some  16%  will  have 
to  be  returned  to  the  applicant  because  of  errors  and 
omissions.  The  commission  has  been  trying  unsuccess- 
fully to  use  optical  scanning  equipment  to  process  the 
forms.  The  problem  is  that  the  required  data  results  in 
excessive  density  and  forces  the  applicant  to  be  excep- 
tionally careful  in  completing  the  form.  Because  of  the 
difficulties  experienced  in  implementing  the  program,  the 
commission  plans  to  substitute  terminal  installations 
which  will  collect  information  from  the  applications  by 
key  punching. 

Optical  scanning  equipment  is  being  used  successfully  by 
the  Bureau  of  Examinations  to  correct  tests  and  print 
eligibility  lists,  mailing  labels  and  other  information.  Use 
of  this  technique  in  regard  to  applications  would  elimi- 
nate most  of  the  manual  examination  and  key  punching 
now  required  to  store  and  print  data.  It  can  automatically 
reject  defective  applications  and  activate  a computer- 
generated notice  to  the  applicant.  The  manual  system 
requires  three  full-time  clerk-typists  to  return  applications 
to  potential  employees. 

Proposed  Approach:  Because  of  the  many  advantages  of 
optical  scanning  over  present  methods,  the  program 
should  be  turned  over  to  the  Bureau  of  Management 
Services  for  implementation.  Forms  and  procedures 
should  be  developed  which  will  meet  applicant  and 


equipment  needs.  The  system  should  be  designed  to  elim- 
inate manual  review  to  the  greatest  extent  possible.  The 
burden  of  exercising  care  in  completing  the  forms  should 
be  placed  on  the  applicant.  If  implemented,  an  optical 
scanning  program  would  eliminate  the  need  for  20  em- 
ployees in  the  Document  Control  Division.  The  estimated 
annual  savings  would  be  $200,000. 

Implementation  Strategy:  The  director  of  the  Civil  Service 
Commission  should  request  that  the  Bureau  of  Manage- 
ment Services  initiate  a study  to  develop  a practical  opti- 
cal scanning  program.  Outside  assistance  in  forms  de- 
velopment should  be  utilized  as  necessary.  A procedure 
should  be  included  in  the  application  process  to  inform 
potential  employees  of  their  responsibility  to  complete 
forms  carefully  and  accurately. 

238.  Reduce  the  seven-year  retention  period  for  ap- 
plication documents. 

The  Civil  Service  Act  requires  that  all  documents  pertain- 
ing to  a job  applicant  be  retained  for  seven  years.  The 
need  to  keep  material  on  the  majority  of  positions,  once  a 
list  of  eligibles  has  been  generated,  is  practically  nil.  After 
invalidation  of  a list  of  eligibles,  there  is  no  necessity  for 
further  retrieval.  More  than  85%  of  all  documents  could 
be  disposed  of  within  one  year. 

Approximately  150,000  applications  will  be  processed 
and  stored  in  1975.  If  this  rate  continues,  there  will  be 
more  than  1 -million  documents  filed  in  the  commission 
offices  and  the  state  records  center  in  seven  years.  Storage 
will  require  7,000  file  boxes  and  almost  2,300  square  feet 
of  space. 

Proposed  Approach:  To  eliminate  this  costly  and  un- 
necessary retention  requirement,  the  Civil  Service  Act 
should  be  modified  to  require  that  documents  be  retained 
for  30  days  after  invalidation  of  an  eligibility  list,  but  not 
less  than  one  year  following  the  establishment  of  the  list. 
The  application  form  should  contain  a statement  - 
which  the  applicant  would  sign  — certifying  his  under- 
standing that  the  new  time  limit  restricts  his  right  to  de- 
mand information  at  a later  date.  This  waiver  would 
provide  the  legal  protection  apparently  intended  by  the 
original  retention  provision. 

At  the  time  of  enactment,  however,  there  were  only  600 
jobs  eligible  for  coverage.  Today,  there  are  more  than 
75,000  civil  service  employees.  Economy  and  efficiency 
dictate  that  storage  requirements  be  updated. 

The  current  cost  of  1,000  tile  boxes  is  approximately 
$500.  The  rent  for  2,265  square  feet  of  storage  space  is 
about  $9,100  per  year.  The  proposed  change  would  re- 
duce the  total  annual  cost  of  $9,600  by  85%  or  approxi- 
mately $8, 1 00  yearly. 
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Implementation  Strategy:  The  commissioners  should  pet- 
ition the  Governor  to  request  legislation  modifying  the 
Civil  Service  Act.  The  new  provision  would  eliminate  the 
current  time  requirement  and  provide  for  disposition  of 
present  files  in  accordance  with  the  proposed  regulations. 
The  commission's  executive  director  should  then  design 
application  forms  to  provide  the  necessary  certification  of 
understanding  and  waiver  of  rights.  He  should  order  the 
destruction  of  all  files  made  obsolete  under  the  revised 
statute. 

239.  Reduce  the  time  required  to  verify  candidate 
qualifications  for  civil  service  positions. 

At  present,  the  Civil  Service  Commission  places  some 
6,000  employees  in  professional  and  executive  positions 
each  year.  Except  for  the  administration  of  various  tests, 
candidate  qualifications  are  not  verified  until  the  em- 
ployee has  begun  work.  The  average  time  required  to 
check  credentials  is  77  days,  althought  this  activity  may 
continue  for  as  long  as  1 20  days.  In  the  last  four  years,  it 
was  necessary  to  remove  32  persons  from  employment 
because  their  qualifications  could  not  be  verified. 

Proposed  Approach:  Procedures  should  be  revised  to 
place  more  responsibility  on  the  candidate.  Under  the 
present  system,  a potential  employee  only  becomes  in- 
volved in  the  verification  process  if  a source  of  informa- 
tion asks  for  a signed  release  before  supplying  data.  If 
candidates  were  required  to  obtain  a substantial  portion 
of  the  information  needed  for  qualification,  the  verifica- 
tion cycle  could  be  significantly  reduced  from  an  average 
of  77  days  to  30. 

Implementation  Strategy:  The  commission's  executive  di- 
rector should  authorize  the  following  steps: 

• Form  letters  should  be  provided  to  candidates  to  use 
in  securing  necessary  information.  They  should  in- 
clude permission  by  the  candidate  to  release  re- 
quested information  and  should  inform  the  recipient 
that  failure  to  respond  can  invalidate  the  candidacy. 
A tear-off  section  should  be  included  to  notify  the 
candidate  that  the  information  has  been  sent. 

• A 30-day  time  limit  should  be  established  in  regard  to 
information  verifications. 

• Agencies  should  notify  the  Civil  Service  Commission 
90  days  in  advance  of  requirement  dates  when  seek- 
ing to  fill  vacancies.  This  will  permit  selection  and 
verification  to  be  completed  prior  to  employment. 

• Interviews  and  selections  should  be  completed 
within  30  days  from  the  initial  agency  request.  The 
agency  will  provide  candidates  with  necessary  form 
letters  and  instruct  them  regarding  their  use  and  the 
penalties  if  verification  is  not  received  in  30  days. 


• In  cases  where  verification  is  not  forthcoming  and  no 
acceptable  explanation  offered  by  the  candidate, 
eligibility  will  be  invalidated. 

240.  Provide  adequate  office  space  and  privacy  for 
professional  personnel  in  the  Bureau  of  Labor 
Relations. 

Presently,  the  bureau's  six  attorneys  and  nine  analysts  are 
located  in  two  extremely  small,  open  office  areas.  This 
situation  is  unreasonable.  The  work  of  these  attorneys  and 
professional  analysts  is  complex  and  demands  maximum 
concentration  with  minimal  distraction.  A single  error  in 
interpreting  or  writing  complicated  contractual  docu- 
ments could  be  very  costly  to  the  commonwealth.  Cur- 
rent working  conditions  are  conducive  to  such  errors. 

Proposed  Approach:  Offices  for  each  professional  group 
must  be  provided  with  additional  space  of  at  least  1 ,800 
square  feet.  The  expanded  areas  should  be  laid  out  with 
individual,  partitioned  offices  and  aisles  which  minimize 
disruptive  traffic.  The  resulting  improvement  in  working 
conditions  will  produce  no  measurable  savings  but  will 
reduce  the  distractions  which  may  foster  costly  mistakes 
and  create  inefficiency. 

Implementation  Strategy:  The  Governor's  Office  should 
request  the  Department  of  Property  and  Supplies  to  pro- 
vide the  Bureau  of  Labor  Relations  with  an  additional 
1 ,800  square  feet  of  space  to  be  properly  partitioned  and 
designed  for  this  bureau's  use. 


ORGANIZATIONAL 

EFFECTIVENESS 

The  Executive  Branch  encompasses  approximately 
1 23,000  employees.  Of  these,  76,000  are  covered  by  the 
civil  service  merit  system.  The  state's  constitution  pro- 
vides for  an  Executive  Department  consisting  of  the  Gov- 
ernor, a lieutenant  governor,  attorney  general,  auditor 
general,  state  treasurer  and  secretary  for  the  Department 
of  Education.  Over  the  years,  the  General  Assembly  has 
established  numerous  administrative  departments,  com- 
missions and  boards  to  perform  the  state's  administrative 
work.  For  convenience,  this  conglomeration  of  depart- 
ments, commissions,  boards,  councils,  authorities  and 
the  like  are  referred  to  as  the  Executive  Branch. 

In  addition  to  the  Office  of  the  Governor,  which  contains 
a number  of  formal  staff  organizations  and  a personal 
staff,  some  17  administrative  departments,  15  commis- 
sions, six  boards  and  a large  group  of  councils,  agencies 
and  authorities  report  directly  to  the  Governor.  The  vari- 


ous  administrative  departments,  commissions  and  boards 
of  the  Executive  Branch  function  as  separate  entities 
under  the  Governor's  control  and  each  is  responsible  for 
fulfillment  of  specified  missions. 

Organizationally,  each  department  is  structured  on  the 
basis  of  services,  geographical  locations  and  functional 
activities  as  well  as  legislative  mandates.  Most  of  the 
state's  employees  are  located  throughout  Pennsylvania's 
67  counties  rather  than  in  the  capital  complex.  There  are 
61  different  substate  delineations  used  by  various  agen- 
cies to  divide  the  state  for  operational  purposes.  In  most 
cases,  agencies  must  coordinate  their  programs  with  local 
and  federal  authorities.  When  several  state  agencies,  with 
different  geographical  subdivisions,  are  involved,  such 
coordination  can  be  difficult. 

RECOMMENDATIONS 

241 . Establish  a position  of  state  manager  to  coordi- 
nate all  centralized,  functional  support  opera- 
tions and  authorize  an  in-depth  organizational 
study  of  Executive  Branch  operations. 

As  chief  of  state,  the  Governor  is  responsible  for  overall 
policy  formation,  extensive  public  relations  respon- 
sibilities and  management  of  Executive  Branch  opera- 
tions. This  last  activity  encompasses  a total  of  71  depart- 
ments, commissions,  boards,  authorities  and  agencies 
which  report  directly  to  the  Governor.  At  least  35  of  these 
relationships  involve  active  personal  participation  by  the 
incumbent.  Ultimately,  the  Governor  is  responsible  for 
the  management  of  123,000  employees,  a $4. 5-billion 
operating  budget,  vast  fixed  assets  and  delivery  of  gov- 
ernment services  to  a population  of  1 2-million  citizens. 

Under  the  current  Executive  Branch  organization  struc- 
ture, the  Governor's  attention  must  be  directed  to  those 
areas  most  in  need  of  immediate  action.  Since  both  pro- 


gram and  administrative  areas  require  major  effort,  man- 
agement of  manpower,  physical  and  financial  resources 
are  often  forced  into  the  background  and  can  result  in 
reduced  performance.  However,  sound  management 
calls  for  an  environment  where  a chief  executive  can 
emphasize  initiating  action  rather  than  responding  to 
crises.  Approximately  half  of  the  states  in  the  country 
have,  within  the  last  10  years,  undergone  Executive 
Branch  reorganizations  in  an  attempt  to  improve  the 
managerial  aspects  of  government  operation.  In  Pennsyl- 
vania, the  current  dependence  on  a tour-person  liaison 
staff,  plus  the  Office  of  Administration,  provides  neither 
the  statutory  permanence  nor  strong  leadership  needed 
for  dynamic  administrative  support. 

Proposed  Approach:  A comprehensive  organization 
study  should  be  made  of  the  Executive  Branch  to  devise 
an  optimum,  continuing  structure  which  will  permit  the 
Governor  to  carry  out  his  responsibilities  with  the  greatest 
effect  in  view  of  the  political,  public  and  management 
requirements.  A committee  should  be  established,  re- 
presenting several  previous  governors,  the  incumbent 
and  the  lieutenant  governor,  the  Pennsylvania  Economy 
League,  the  business  community,  the  General  Assembly 
and  the  Council  on  State  Government.  It  would  be  the 
responsibility  of  this  group  to  develop  an  optimum  top- 
level  organization  structure  for  the  Executive  Branch.  A 
qualified  consulting  firm  may  be  selected  to  suggest  or- 
ganization structures.  As  the  first  part  of  this  project,  the 
firm  would  thoroughly  develop,  with  approval  of  the 
committee  and  the  Governor,  a new  position  of  state 
manager.  The  state  manager,  as  shown  by  the  organiza- 
tion concept  directly  below,  would  be  responsible  for 
coordinating  all  centralized,  functional  support  opera- 
tions in  the  Executive  Branch.  The  concept  behind  this 
approach  divides  current  activities  into  two  areas:  pro- 
grams to  serve  the  public  and  basic  operational  support 
functions.  The  former  are  the  domain  of  the  various  de- 
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partment  secretaries.  Guidance  of  these  programs  pro- 
vides a governor  with  his  greatest  opportunity  to  contri- 
bute to  the  society  he  serves.  To  pursue  this  goal  effec- 
tively, an  incumbent  must  be  relieved  of  as  much  routine 
detail  as  possible.  However,  he  must  still  exercise  effec- 
tive control  over  the  state's  resources.  It  is  felt  that  con- 
solidating major  support  functions  under  the  coordina- 
tion of  a state  manager,  reporting  to  the  Governor,  will 
provide  control  of  administrative  activities  without  undue 
encroachment  on  the  Governor's  time.  The  person 
selected  to  fill  this  position  would  have  to  be  a uniquely 
well-qualified  executive  with  proven  management  skills, 
capable  of  operating  in  an  organization  as  large  and 
complex  as  state  government. 

Under  the  proposed  realignment,  the  state  manager 
would  work  with  the  secretaries  of  the  following  four 
departments: 

• Budget  and  Financial  Management:  This  area  would 
include  the  Office  of  the  Budget  and  the  Bureau  of 
Financial  Management. 

• Administration:  This  proposed  department  would 
encompass  Data  Processing,  Management  Consult- 
ing, Office  Services  and  Communications. 

• Employee  Relations:  The  areas  involved  in  this  de- 
partment would  include  Personnel,  Labor  Relations 
and  Civil  Service  Administration. 

• Property  and  Supplies:  This  department  would  exist 
as  currently  constituted  for  the  most  part. 

As  the  first  three  departments  described  would  be  the 
products  of  other  recommendations  made  by  this  review, 
the  state  manager  should  be  invited  to  consult  with  the 
Governor  in  selecting  appropriate  secretaries.  He  should 
also  have  the  opportunity  to  approve  appointments  of 
bureau  directors  appointed  by  the  secretaries.  Manage- 
ment positions  at  lower  levels  would  be  filled  through  the 
civil  service  merit  system.  The  areas  of  operation  to  be 
placed  under  this  position  render  important  services  to 
the  various  agencies  in  state  government.  All  require 
strong  centralized  control  to  provide  maximum  results. 
Conceivably,  the  state  manager  could  be  required  to 
publish  a quarterly  report  on  the  administrative  activities 
of  the  state.  Benefits  to  be  achieved  by  establishing  the 
proposed  position  would  include: 

• Reduction  of  the  Governor's  span  of  control  to  a 
more  reasonable  level. 

• More  effective  administration  of  routine  activities 
under  the  supervision  of  a full-time  professional 
manager. 

• Improved  effectiveness  of  subordinate  organizations 
and  increased  continuity  in  administrative  functions. 


• Availability  of  more  power  and  influence  in  pursuing 
Governor's  administrative  goals  such  as  manage- 
ment by  objectives,  improved  program  planning  and 
budgeting,  manpower  control,  coordinated  data 
processing  services,  strengthened  management  con- 
sulting activities  and  optimum  management  of  state 
physical  resources. 

As  a subsequent  step,  the  committee  should  devise  a 
practical  method  to  reduce  the  span  of  control  for  all 
other  agencies  reporting  to  the  Governor.  The  aim  would 
be  to  reduce  the  number  of  people  reporting  to  the  Gov- 
ernor without  impairing  executive  flexibility.  The  one- 
time cost  of  the  organizational  study  is  estimated  at 
$190,000  while  the  annual  cost  of  establishing  a state 
manager  is  projected  at  $1 1 8,000  including  appropriate 
support  personnel.  Benefits  should  be  very  large,  but 
cannot  be  quantified. 

Implementation  Strategy:  As  outlined  previously,  the 
Governor  should  establish  an  implementation  committee 
to  conduct  an  in-depth  organizational  study  of  Executive 
Branch  operations  including  appropriate  recom- 
mendations in  regard  to  a state  manager.  To  secure  the 
advantages  of  the  state  manager  as  soon  as  practical,  the 
first  study  phase  and  selection  of  a suitable  manager 
should  be  completed  within  eight  months.  The  state  man- 
ager should  then  coordinate  implementation  of  approved 
organization  changes.  Completion  of  the  second  study 
phase  of  top-level  agency  management  and  implementa- 
tion of  findings  should  require  an  additional  nine  months. 
The  total  program  should  take  no  more  than  25  months  to 
allow  completion  during  the  current  administration.  As  a 
second  step,  it  may  prove  desirable  to  formalize  this 
arrangement  through  legislation. 

242.  Strengthen  regionalization  efforts  to  improve 
the  state's  service  delivery  system. 

The  variety  of  federal,  state  and  local  government  pro- 
grams is  increasing  steadily.  To  administer  these  efforts, 
numerous  government  subdivisions  have  been  estab- 
lished to  plan,  administer  and  deliver  mandated  services. 
While  the  individual  programs  reflect  sincere  efforts  to 
solve  specific  problems,  the  resulting  array  of  federal, 
state  and  substate  delineations  has  severely  hindered 
their  effectiveness.  At  present,  state  agencies  have  some 
61  different  regional  delineations  within  the  state's  boun- 
daries. It  has  been  recognized  that  some  modification  to 
substate  operations  is  needed  to  effectively  coordinate 
federal,  state  and  local  activities.  An  executive  directive 
was  issued  on  August  28,  1972,  authorizing  development 
of  a uniform  system  of  multi-county  regions  to  serve  as  a 
common  geographic  base  for  all  substate  planning  and 
development  activities  in  Pennsylvania.  The  directive  de- 
signated 1 0 uniform  regions  with  the  intent  that  the  geo- 
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graphic  aspects  of  both  state  and  federal  programs  should 
be  brought  into  line  with  these  regions  to  the  maximum 
extent  possible.  A Regional  Planning  and  Development 
Agency  has  been  established  in  nine  of  the  1 0 regions  to 
implement  the  change,  but  their  effectiveness  varies  from 
good  to  weak.  The  Office  of  State  Planning  and  De- 
velopment has  assumed  responsibility  for  review  ing  each 
agency's  progress  toward  compliance  with  the  regional 
concept  and  has  encouraged  activities  to  strengthen  the 
Regional  Planning  and  Development  Agencies. 

The  Governor's  Commission  on  Human  Services  has  also 
been  working  on  an  organizational  concept  to  improve 
the  timeliness  and  quality  of  appropriate  services  deliv- 
ered at  localized  levels.  The  concept  envisioned  by  this 
commission  will  further  strengthen  the  uniform  region 
concept.  As  yet,  implementation  of  the  two  plans  has  not 
been  achieved. 

Proposed  Approach:  The  approaches  proposed  by  the 
Office  of  State  Planning  and  Development  and  the  Gov- 
ernor's Commission  on  Human  Services  are  sound  and 
should  be  implemented.  However,  achieving  the  pro- 
posed regionalization  and  service  delivery  improvements 
will  require  strong  impetus  from  the  Governor.  Under  his 
leadership,  these  two  entities  should  coordinate  their  ef- 
forts and  proposals  into  a common  cause.  As  needed, 
additional  directives  should  be  issued  by  the  Governor  to 
support  and  augment  their  activities. 

Under  this  approach,  the  Regional  Planning  and  De- 
velopment Agenc  ies  would  be  responsible  for  coordinat- 
ing intergovernmental  programs  and  funding  on  a long- 
range  basis  for  their  respective  regions.  The  Regional 
Entity  proposed  by  the  Governor's  Commission  on 
Human  Services  would  be  accountable  for  operations 
within  the  region  and  would  have  authority  to  strongly 
encourage  and  coordinate  cooperative  efforts  between 
various  agencies  to  accomplish  objectives.  Some  efforts 
should  also  be  directed  from  the  state  level  to  obtain 
improved  uniformity  in  federal  guidelines  in  order  to 
remove  operational  obstacles  to  the  uniform  region  ap- 
proach. The  annual  cost  of  10  Regional  Entities  is  esti- 
mated at  $1 .85-million.  However,  a majority  of  this 
amount  can  be  offset  by  providing  the  required  personnel 
and  equipment  from  present  agency  operations.  Potential 
benefits  cannot  be  quantified. 

However,  a recent  HEW  study  indicated  that  only  40%  of 
the  people  who  need  government  services  are  being 
reached.  It  regionalization  can  improve  this  to  80%  with 
no  increase  in  administrative  expenses,  the  state  w ill  have 
improved  its  cost/benefit  ratio  by  100%. 

Implementation  Strategy:  To  obtain  the  benefits  of  the 
regionalization  concepts  proposed  by  the  Office  of  State 


Planning  and  Development  and  the  Governor's  Commis- 
sion on  Human  Services,  the  following  steps  should  be 
taken: 

• The  Governor  should  provide  necessary  support  to 
implement  the  Regional  Entity  concept  developed  by 
the  commission. 

• A new  directive  should  be  issued  to  hasten  progress 
toward  regionalization.  It  should  include  the  estab- 
lishment of  an  implementation  committee  with  re- 
presentation from  the  Office  of  the  Governor,  the 
Governor's  Commission  on  Human  Services  and  the 
agencies  involved.  This  group  should  have  a dead- 
line of  one  year  to  establish  the  uniform  region  con- 
cept on  a functioning  basis. 

• Legislation  should  be  prepared  to  mandate  re- 
gionalization and  the  required  operating  structure. 
This  will  ensure  that  the  process  can  be  continued 
regardless  of  any  changes  in  administration. 

243.  Improve  coordination  of  statewide  inspection 
functions. 

Several  agencies  have  inspection  functions  which  over- 
lap. Consequently,  buildings  or  institutions  may  have  1 0 
to  15  different  state  inspection  visits  at  various  times. 
Agencies  with  major  inspection  responsibilities  normally 
maintain  separate  regional  offices.  Scheduling  is  ques- 
tionable and  little  cross-training  is  provided  to  improve 
staff  utilization.  The  result  is  a system  of  statewide  inspec- 
tion functions  which  is  redundant,  inefficient  and  overly 
expensive. 

Proposed  Approach:  The  inspection  functions  should  be 
realigned  to  improve  coordination,  permit  team  inspec- 
tions and  eliminate  unnecessary  visits  by  state  employ- 
ees. Industrial  inspections,  such  as  fire  and  safety,  as  well 
as  surveillance  of  pressure  vessels  should  continue  to  be 
handled  by  the  Department  of  Labor  and  Industry.  Institu- 
tional visits  should  be  developed  on  an  inter-agency  team 
basis  with  expertise  available  to  evaluate  sanitation, 
cleanliness,  pest  control,  health  standards,  food  service, 
safety  and  building  code  requirements.  Building  con- 
struction inspections  could  be  centralized  under  the  De- 
partment of  General  Services  with  two  exceptions.  Be- 
cause of  their  specialized  requirements,  the  Departments 
of  Environmental  Resources  and  Transportation  would 
retain  their  respective  construction  inspection  respon- 
sibilities. The  Bureau  of  Occupational  and  Industrial 
Safety,  Department  of  Labor  and  Industry,  should  be  re- 
named the  Bureau  of  Inspections.  It  would  perform  or 
coordinate  repetitive  evaluations  presently  involving  the 
Liquor  Control  Board  and  the  Departments  of  Health, 
Public  Welfare,  Agriculture,  Labor  and  Industry  and  En- 
vironmental Resources. 
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Staff  utilization  could  be  increased,  and  transportation 
costs  optimized,  by  forming  teams  of  experts  to  perform 
technical  inspections.  Also,  inspector  productivity  could 
be  controlled  more  effectively  if  they  were  required  to 
work  out  of  appropriate  regional  offices  instead  of  from 
their  homes. 

Eliminating  all  boiler  and  elevator  inspections  in  favor  of 
insurance  and  fee  reviews  would  permit  a sizable  reduc- 
tion in  personnel  requirements.  Cross-training  existing 
personnel  in  all  departments  would  provide  a pool  of 
some  3,050  inspectors.  Effective  coordination  of  inspec- 
tion activities  should  permit  a 10%  reduction  in  overall 
staff  with  no  adverse  effect  on  the  review  requirements. 
The  annual  saving  would  amount  to  $4-million. 

Implementation  Strategy:  The  Bureau  of  Management 
Services  should  work  with  the  departments  involved  to 
determine  the  proper  composition  of  inspection  teams, 
delineate  the  duties  of  the  proposed  Bureau  of  Inspections 
and  regionalize  inspection  activities.  It  should  also  de- 
termine the  feasibility  of  eliminating  present  boiler  and 
elevator  inspection  programs  in  favor  of  insurance  com- 
pany inspections. 

244.  Reorganize  the  Bureau  of  Professional  and  Oc- 
cupational Affairs  to  handle  licensing  and  ad- 
ministrative functions  of  the  licensing  boards 
more  efficiently. 

There  are  21  licensing  boards  under  the  supervision  of  the 
Bureau  of  Professional  and  Occupational  Affairs.  Policies 
and  licensing  standards  are  the  primary  concern  of  the 
boards  while  bureau  employees  in  Administrative  Ser- 
vices perform  administrative  and  enforcement  functions. 
Under  the  present  organization,  Administrative  Services 
has  two  separate  support  functions  — Registration/ 
Renewal  and  Mail/Stock  Rooms.  The  licensing  activities 
which  report  to  this  area  are  divided  into  nine  separate 
groups  covering  clusters  of  the  various  types  of  disciplines 
which  require  certification  to  operate  in  the  state.  There  is 
no  overall  system  to  ensure  a smooth  flow  of  work. 
Scheduling  tests,  notifying  applicants  and  monitoring  re- 
sults are  often  delayed  in  preference  to  handling  routine 
record  maintenance,  creating  peak  work  loads  just  prior 
to  testing  deadlines.  The  frequency  and  scheduling  of 
examinations  are  often  specified  in  enabling  legislation  or 
based  on  national  requirements  and,  therefore,  beyond 
the  control  of  the  bureau. 

Proposed  Approach:  Administrative  Services  should  be 
restructured  to  improve  the  general  workflow  and 
scheduling  of  activities.  The  major  change  would  be  the 
elimination  of  the  nine  licensing  categories.  Instead,  two 
sections  should  be  created  — one  to  handle  application 
reviews  and  testing  and  one  for  license  maintenance 
activities. 


Registration/Renewal  would  be  expanded  to  include  the 
now  separate  Revenue  Section.  This  will  expedite  the 
flow  of  funds  and  improve  the  procedure  for  handling 
license  renewal  inquiries. 

The  proposed  Application  Review  and  Test  Administra- 
tion Section  will  be  responsible  for  all  board  testing  activi- 
ties. Consideration  should  also  be  given  to  amending 
legislation  which  specifies  test  schedules  in  order  to  im- 
prove flexibility.  The  total  staff  complement  would  con- 
sist of  one  administrative  officer,  1 4 c lerk-typists  and  one 
educational  credentials  evaluator.  The  License  Mainte- 
nance Section  would  encompass  two  groups  of 
specialists  — one  for  certificate  issuance  and  one  for 
records  maintenance.  Records  Maintenance  would  keep 
records  on  all  licensees  and  update  them  as  required. 
Implementation  will  reduce  the  current  staff  by  1 1 posi- 
tions for  an  annual  saving  of  $1  58,000.  This  amount  will 
be  increased  with  conversion  to  an  electronic  data  pro- 
cessing records  system. 

Implementation  Strategy:  The  bureau  commissioner 
should  request  authorization  to  restructure  Administra- 
tive Services.  A reorganization  committee  should  be  es- 
tablished to  carry  out  the  required  implementation  steps 
in  cooperation  with  the  Bureaus  of  Management  Services 
and  Personnel  in  the  Office  of  Administration.  The  com- 
missioner should  also  negotiate  with  the  Department  of 
Education  to  have  the  bureau's  validation  activities  trans- 
ferred. The  restructuring  should  be  completed  within  a 
period  of  six  months. 

245.  Strengthen  management  services  functions  at 
the  department  level  and  in  the  Bureau  of  Man- 
agement Services  to  improve  effectiveness. 

The  purpose  of  the  management  services  function  is  to 
assist  in  planning,  controlling,  coordinating  and  review- 
ing the  work  processes  in  the  various  state  agencies  and 
departments.  Activities  are  carried  out  by  department 
level  management  services  groups  and  by  the  Bureau  of 
Management  Services  in  the  Office  of  Administration. 
Although  these  two  groups  have  similar  objectives,  effec- 
tive interaction  and  communications  are  lacking.  Addi- 
tionally, many  department  level  groups  are  so  diffused 
within  their  parent  organizations  that  their  ability  to  func- 
tion effectively  is  diminished.  In  some  cases,  these  units 
do  not  have  authority  to  initiate  studies,  but  must  wait  for 
their  services  to  be  requested.  Another  difficulty  is  the  fact 
that  department  level  groups  may  be  performing  routine 
functions,  such  as  inventory  control  and  the  like,  which 
more  properly  belong  in  other  areas.  As  regards  the 
Bureau  of  Management  Services,  the  major  problem  is 
that  most  departments  are  unaware  of  its  capabilities  and 
uses.  All  of  these  factors  limit  the  effectiveness  of  the 
management  services  function. 
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Proposed  Approach:  All  management  services  functions 
at  the  department  level  should  be  consolidated  into  a 
single  unit  within  each  agency  responsible  to  a manager 
reporting  to  the  department  head.  Functions  should  in- 
clude systems  design  and  implementation,  work  flow 
analysis  and  methods  improvement,  studies  of  space 
utilization,  design  and  control  of  records  and  forms,  or- 
ganization studies,  productivity  improvement,  coordina- 
tion of  management  by  objectives,  data  processing 
liaison  and  the  like.  These  units  must  coordinate  with  the 
Bureau  of  Management  Services  to  supplement  depart- 
ment expertise  and  coordinate  statewide  management 
service  activities.  The  bureau  should  undertake  a wide- 
ranging  program  to  acquaint  state  departments  and  agen- 
cies with  its  functions  and  capabilities  in  order  to  encour- 
age improved  utilization  of  its  services.  Appropriate  steps 
should  be  taken  to  strengthen  bureau  staff  capabilities 
through  an  effective  program  of  recruitment  and  continu- 
ing professional  education.  It  should  also  be  permitted  to 
draw  on  department  expertise,  as  necessary,  to  carry  out 
specific  projects.  Implementation  will  provide  the  state 
with  stronger  management  services  capabilities  to  meet 
current  and  projected  needs. 

Implementation  Strategy:  tach  department  should  con- 
duct a review  of  its  management  services  functions  to 
establish  an  organizational  unit  which  will  meet  its  needs. 
The  Bureau  of  Management  Services  should  begin  an 
immediate  program  to  encourage  utilization  of  its  ser- 
vices and  to  upgrade  its  capabilities.  Steps  should  be 
taken  to  ensure  appropriate  confidentiality  of  department 
studies  in  a manner  which  will  encourage  greater  use  of 
the  Bureau  of  Management  Services. 

246.  Strengthen  the  state's  internal  consulting 
capabilities  to  reduce  dependence  on  outside 
support. 

The  state  spends  millions  of  dollars  each  year  in  contracts 
for  various  types  of  consulting  services.  Some  projects  are 
such  that  required  support  cannot  be  supplied  by  the  state 
and  must  be  purchased.  However,  many  activities  could 
be  assigned  to  existing  internal  consultants  in  the  Bureau 
of  Management  Services  or  at  department  levels.  Unfor- 
tunately, the  absence  of  a program  to  evaluate  the  need 
for  outside  expertise  results  in  unnecessary  expenditures 
for  consulting  contracts. 

Proposed  Approach:  All  contracts  involving  the  use  of 
outside  consultants  should  be  reviewed  by  agency  man- 
agement services  groups  and  by  the  Bureau  of  Manage- 
ment Services  in  the  Office  of  Administration.  The  pur- 
pose would  be  to  ascertain  if  all  or  part  of  the  proposed 
projects  could  be  handled  by  internal  staff.  Requests  for 
contracts  should  contain  sufficient  economic  justification 
to  ensure  that  specific  benefits  have  been  identified.  The 


overall  objective  would  be  to  reduce  the  utilization  of 
outside  consultants  as  much  as  possible.  It  is  estimated 
that  many  programs  could  be  completed  internal  In  at 
approximately  50%  of  the  cost  for  contracted  services.  Of 
40  contracts  review-ed,  12,  representing  40%  of  the  total 
value,  had  consulting  requirements  well  within  the 
abilities  of  the  Bureau  of  Management  Services.  The  total 
cost  was  $466,000.  At  this  level  of  expenditure,  an  annual 
saving  of  $233,000  could  be  realized  by  utilizing  internal 
capabilities  to  perform  this  work. 

Implementation  Strategy:  The  Bureau  of  Management 
Services  has  prepared  a draft  of  an  executive  order  cover- 
ing procedures  for  contract  management.  It  provides  for 
standard  methods  of  preparing  requests  for  proposals, 
competitive  bidding,  assurance  that  agencies  will 
monitor  contract  consulting  activities  properly  and  sur- 
veillance of  expenditures  by  the  secretary,  Office  of  the 
Budget.  Agency  heads  would  approve  program  contracts, 
but  only  after  a review  to  determine  cost  benefit  relation- 
ships, feasibility  of  handling  the  project  in-house  and 
possible  interface  with  other  studies  being  performed. 
This  proposed  executive  order  should  be  approved  and 
implemented  as  quickly  as  possible.  Appropriate  steps 
should  be  taken  to  strengthen  various  internal  consulting 
groups,  including  the  Bureau  of  Management  Services,  in 
order  to  limit  the  need  to  utilize  outside  consultants. 

247.  Provide  abstracts  of  all  agency  studies. 

Nearly  all  agencies  conduct  or  contract  for  studies,  pro- 
grams and  other  activities  for  which  a report  is  ultimately 
written.  The  state  library  receives  100  copies  of  each 
publication,  but  no  distribution  is  made  to  other  state 
agencies.  Many  of  the  reports  contain  information  which 
could  be  utilized  by  other  agencies.  However,  no 
mechanism  exists  for  an  effective  exchange  of  such  data. 

Proposed  Approach:  Every  report  submitted  to  the  state 
library  should  be  accompanied  by  a short  abstract  giving 
its  authorization,  content  and  conclusions.  An  index 
should  be  prepared  showing  the  author,  title  and  subject. 
The  index  and  abstracts  could  be  circulated  to  each 
agency  on  a regular  basis.  The  "Checklist  of  Official 
Pennsylvania  Publications"  which  is  prepared  by  the  li- 
brary should  also  be  distributed  to  the  agencies.  Ready 
access  to  such  data  could  prevent  research  duplications 
and  may  even  obviate  the  need  for  certain  studies.  Sav- 
ings cannot  be  quantified. 

Implementation  Strategy:  As  a temporary  move,  the  li- 
brary should  arrange  to  circulate  its  checklist  to  all  agen- 
cies immediately.  Each  agency  would  be  required  to 
supply  the  library  with  necessary  reports  and  abstracts. 
These  would  then  be  catalogued  and  an  index  prepared 
for  reference  use.  An  index  listing  should  be  prepared  and 
circulated  to  all  agencies. 
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248.  Implement  procedures  to  reduce  utilization  of 
contract  stenographers  at  hearings. 

Hearings  are  conducted  by  a variety  of  state  agencies  and, 
by  law,  written  records  must  be  kept  of  the  proceedings. 
Testimony  is  frequently  recorded  by  stenographers  hired 
under  open-ended  contracts.  Costs  of  recording,  tran- 
scription and  reproduction  range  from  $1  35  to  $1  75  per 
hearing  day,  depending  on  usage  and  contract  terms. 
Significant  economies  could  be  achieved  if  state  employ- 
ees could  be  substituted  for  contract  stenographers. 

Proposed  Approach:  The  availability  of  state  employees 
with  stenographic  skills  to  record  hearing  testimony 
should  be  determined.  In  major  cities,  a pool  of  hearing 
stenographers  could  be  established  to  handle  hearings  for 
all  agencies.  It  might  also  be  possible  to  substitute  clerical 
employees  with  tape  recorders  for  stenographers  if  these 
personnel  were  not  available  in  sufficient  quantities.  Al- 
though total  savings  are  difficult  to  estimate,  a minimum 
of  $50,000  per  year  could  be  achieved,  based  on  cost 
data  supplied  by  the  Public  Utilities  Commission. 

Implementation  Strategy:  Within  six  months,  the  Bureau 
of  Management  Services  should  be  able  to  identify 
stenographic  requirements  in  relation  to  agency  hearings 
and  determine  the  feasibility  of  substituting  state  employ- 
ees. Based  on  the  data  developed,  it  would  recommend 
an  appropriate  course  of  action,  including  training  pro- 
grams as  necessary. 

249.  Use  key  item  reporting  to  improve  the  effec- 
tiveness of  agency  data  submitted  to  the  Gov- 
ernor's Office. 

Approximately  71  state  agencies,  boards,  commissions 
and  councils  report  directly  to  the  Governor.  All  cabinet 
members  and  agency  heads  must  submit  monthly  reports 
to  his  office  regarding  their  operations.  Unfortunately, 
many  of  the  summaries  submitted  do  not  contain  a suffi- 
cient amount  of  key  information  needed  to  appraise  the 
effectiveness  and  identify  the  problems  of  the  individual 
organizations. 

Proposed  Approach:  Procedures  should  be  implemented 
to  provide  tailored  reporting  from  each  agency  based  on 
information  that  is  significant,  reliable,  timely,  under- 
standable and  presented  with  an  appropriate  basis  for 
comparison.  Developing  reports  that  meet  these  criteria 
will  supply  an  identification  of  problem  areas,  an  incen- 
tive for  better  planning,  a more  factual  basis  for  making 
long-range  and  short-term  decisions  and  a means  to 
monitor  overall  progress. 

Implementation  Strategy:  The  Governor  should  issue  a 
directive  requiring  key  item  reporting  from  all  agencies 
under  the  jurisdiction  of  the  Governor's  Office.  The 
Bureau  of  Management  Services  would  be  responsible  for 


developing  the  necessary  guidelines  and  procedures.  If 
necessary,  outside  expertise  could  be  provided  to  advise 
on  the  design  of  an  effective  reporting  system. 

250.  Terminate  specific  inactive  or  obsolete  com- 
missions, foundations  and  task  forces. 

Several  instances  exist  where  various  commissions, 
committees  and  the  like  have  become  inactive  or  obso- 
lete. Unfortunately,  no  official  action  has  been  taken  to 
dissolve  these  bodies,  resulting  in  unnecessary  record- 
keeping. Specific  instances  include: 

• The  Military  Advisory  Commission. 

• The  State  Military  Reservation  Commission. 

• The  Parkway  Commission  of  Pennsylvania. 

• The  Pennsylvania  Public  Safety  Commission. 

• The  Commonwealth  of  Pennsylvania's  Mental 
Health  Research  Foundation. 

• The  Governor's  Task  Force  on  Venereal  Disease. 

• The  Governor's  Task  Force  on  Hypertension. 

• The  Governor's  standingCommitteeon  Diabetes  and 
Blindness. 

Proposed  Approach:  Since  all  of  these  groups  are  either 
inactive  or  obsolete,  appropriate  action  should  be  taken 
to  dissolve  them  and  eliminate  any  recordkeeping  work 
associated  with  their  existence.  A subsequent  recom- 
mendation provides  for  annual  reviews  which  will  de- 
termine the  continuing  usefulness  of  such  activities  in  the 
future. 

Implementation  Strategy:  Enabling  legislation  should  be 
introduced  to  terminate  bodies  originally  mandated  by 
the  General  Assembly.  Those  formed  by  directives  from 
the  Governor  can  be  abolished  by  him.  Directives  appear 
to  be  an  effective  mechanism  for  forming  and  dissolving 
entities  of  a specialized  nature  and  their  use  should  be 
continued  as  appropriate. 

251.  Conduct  an  annual  review  to  determine  the 
continued  need  for  all  boards,  commissions, 
councils,  authorities  and  task  forces. 

At  present,  there  are  approximately  320  boards,  commis- 
sions, councils,  authorities  and  task  forces  which  have 
been  created  by  the  General  Assembly  or  Governor's 
directives.  While  most  serve  a continuing  need,  some 
have  become  obsolete  with  the  passage  of  time  or  fulfill- 
ment of  the  original  mandate.  Unfortunately,  no 
mechanism  exists  to  identify  such  obsolescence. 

Proposed  Approach:  An  annual  review  should  be  ini- 
tiated to  determine  usefulness  and  to  recommend  the 
continuance  or  disbandment  of  all  special  entities.  This 
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will  eliminate  wasteful  use  of  clerical  time  required  to 
maintain  records  of  defunct  or  inactive  bodies  which  still 
have  an  official  existence.  As  potential  benefits  cannot  be 
quantified,  no  savings  are  claimed. 

Implementation  Strategy:  A joint  legislative  committee 
should  be  formed  to  report  no  later  than  March  31  of  each 
year  on  the  continued  need  for  all  special  entities  created 
by  the  General  Assembly.  The  Governor  should  assign 
similar  responsibilities  to  a member  of  his  staff  in  regard  to 
those  bodies  authorized  through  a Governor's  directive. 

252.  Develop  a system  to  coordinate  volunteer  ser- 
vices to  meet  specific  agency  needs. 

For  many  years,  various  state  agencies  have  used  volun- 
teers to  assist  in  the  delivery  of  mandated  programs,  ex- 
tend the  range  of  services,  enhance  their  quality  or  pro- 
vide various  types  of  equipment  or  supplies  not  within  the 
scope  of  the  agency's  budget.  Techniques  for  obtaining 
volunteers  range  from  sophisticated  recruitment  efforts  to 
accepting  whatever  is  offered  by  individuals  and  groups 
willing  to  serve.  In  addition  to  the  Department  of  Public 
Welfare,  the  Departments  of  Health,  Education  and  En- 
vironmental Resources  make  extensive  use  of  volunteer 
resources.  Despite  the  impressive  scope  of  such  services, 
the  needs  of  the  state  are  even  greater. 

Proposed  Approach:  To  match  volunteers  to  state  re- 
quirements, coordination  of  volunteer  services  should  be 
centralized  in  the  Manpower  Planning  and  Special 
Studies  Division  of  the  Bureau  of  Personnel.  Duties  would 
include  contacting  individuals,  groups  and  organizations 
willing  to  provide  services;  establishing  a data  bank  of 
volunteers  showing  backgrounds,  skills,  preferences  and 
availability;  and  interacting  with  state  agencies  to  deter- 
mine volunteer  requirements.  This  last  activity  would 
inform  agencies  of  the  range  of  volunteer  services  avail- 
able and  encourage  their  use  in  preference  to  staff  addi- 
tions or  contract  services.  The  Bureau  of  Personnel  in  the 
Office  of  Administration  would  provide  agencies  with 
lists  of  people  and  skills  available  in  various  geographic 
areas.  It  would  be  the  responsibility  of  the  agency  to 
contact  the  volunteers,  determine  their  suitability  for  the 
task  and  assign  specific  responsibilities  to  those  chosen. 
Implementation  would  greatly  enhance  the  state's  ability 
to  improve  services  without  increasing  expenditures.  The 
dollar  value  of  volunteer  services  provided  to  the  De- 
partment of  Public  Welfare  in  fiscal  1974  was  approxi- 
mately $2. 4-million.  A 1 0%  increase  in  utilization  for  this 
department  alone  would  result  in  an  annual  saving  of 
$240,000.  Creation  of  the  initial  data  bank  and  coordina- 
tion program  would  require  one  full-time  employee.  Ef- 
forts should  be  made  to  provide  this  capability  using 
existing  staff  in  the  Manpower  Planning  and  Special 
Studies  Division. 


Implementation  Strategy:  A directive  should  be  issued  by 
the  Governor  authorizing  the  division  to  implement  the 
proposed  data  bank  and  coordination  service.  The  state 
agencies  should  be  contacted  to  establish  their  require- 
ments and  questionnaires  should  be  developed  to  deter- 
mine what  volunteer  services  are  available  in  the  state. 
Pertinent  information  should  then  be  distributed  to  the 
agencies.  Approximately  one  year  would  be  needed  to 
fully  implement  this  volunteer  services  system. 

253.  Use  ratio  analyses  to  identify  significant  varia- 
tions in  agency  staffing  patterns. 

Most  agencies  have  similar  functional  activities  in  the 
areas  of  personnel,  labor  relations,  fiscal  management, 
payroll,  affirmative  action,  budgeting,  mail  service  and 
the  like.  In  many  cases,  total  staff  complements  can  be 
grouped  into  functional  areas  and  ratio  analysis 
techniques  used  to  develop  statewide  averages  and  iden- 
tify significant  variations  from  the  norms.  While  some 
differences  may  be  justified,  those  identified  should  be 
investigated  to  ensure  that  staff  complements  are  being 
maintained  at  optimum  levels. 

Proposed  Approach:  All  of  the  employment  class  codes 
which  can  be  logically  assigned  to  a specific  function 
should  be  grouped  and  the  number  of  people  in  each 
tabulated  by  department.  A ratio  analysis  should  be  de- 
veloped using  appropriate  comparable  bases  for  these 
classifications  and  significant  variations  brought  to  the 
attention  of  the  department  head.  If  no  justification  for  the 
difference  can  be  provided,  appropriate  steps  should  be 
taken  to  improve  the  ratio.  In  some  cases,  comparable 
ratios  might  indicate  weaknesses  in  performance  of  cer- 
tain functions  such  as  training.  Substantial  savings  could 
result,  but  no  specific  amounts  are  claimed.  Implementa- 
tion of  this  suggestion  will  provide  an  effective  perfor- 
mance measurement  tool. 

Implementation  Strategy:  The  Bureau  of  Management 
Services  should  request  all  agencies  to  list  the  class  codes 
and  numbers  of  employees  assigned  to  various  standard 
functions.  Comparable  statewide  ratios  and  agency  aver- 
ages using  appropriate  bases  should  then  be  determined 
and  appropriate  action  initiated. 

254.  Establish  a statewide  policy  regarding  personal 
secretaries  and  an  effective  control  system  to 
monitor  this  policy. 

Each  agency  determines  its  own  needs  in  regard  to  per- 
sonal secretaries.  Often,  such  decisions  are  made  on  the 
basis  of  executive  job  status,  tradition  and  budget  lim- 
itations. Varying  agency  practices  result  in  many  personal 
secretaries  being  underutilized  in  situations  where  one 
person  could  easily  meet  the  secretarial  needs  of  several 
executives. 
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Proposed  Approach:  A statewide  policy  should  be  de- 
veloped to  establish  standards  tor  providing  personal  sec- 
retaries. Certain  upper  management  levels  would  be 
identified  as  requiring  personal  secretaries.  All  other  posi- 
tions would  have  to  meet  pre-determined  conditions  be- 
fore a personal  secretary  could  be  authorized.  Agencies 
desiring  to  increase  their  complement  of  personal  sec- 
retaries would  have  tosubmita  request  for  approval  tothe 
Bureau  of  Personnel,  Office  of  Administration. 

Once  a uniform  policy  has  been  established,  it  will  be 
necessary  to  review  current  secretarial  positions  to  iden- 
tify those  which  do  not  fulfill  the  policy  guidelines.  In 
order  to  control  future  proliferation,  a special  classifica- 
tion should  be  established  to  identify  personal  secretaries. 
At  present,  these  jobs  are  classified  as  clerk-steno  with  the 
grade  depending  on  the  duties  outlined  in  the  job  descrip- 
tion. Implementation  should  provide  a significant  annual 
saving,  but  the  exact  amount  would  depend  on  a review 
to  identify  unnecessary  personnel.  Estimating  that  at  least 
100  such  jobs  could  be  eliminated,  the  annual  saving 
would  be  $1 . 2-million  based  on  current  salary  and  bene- 
fit ranges. 

Implementation  Strategy:  The  Bureau  of  Management 
Services  should  develop  minimum  requirements  for  au- 
thorizing personal  secretaries.  It  should  work  with  the 
Bureau  of  Personnel  to  establish  conditions  for  approving 
positions  associated  with  management  levels  below  a 
specified  minimum.  These  standards  should  be  incorpo- 
rated into  a statewide  policy  for  approval  by  the  Gover- 
nor. Once  approved,  the  Bureau  of  Management  Services 
would  be  responsible  for  identifying  those  positions 
which  do  not  meet  criteria  and  would  work  with  the 
individual  agencies  to  correct  these  situations.  The 
Bureau  of  Personnel  would  be  responsible  for  screening 
all  future  requests  to  ensure  compliance  with  the  new 
policy.  Initial  implementation  should  be  complete  within 
a period  of  six  months. 

255.  Centralize  responsibility  for  development  and 
implementation  of  state  affirmative  action 
policies. 

A Bureau  of  Affirmative  Action  has  been  established  in 
the  Office  of  Administration.  However,  the  bureau  acts 
only  in  a consulting  capacity  and  affirmative  action 
policies  have  not  been  developed  and  implemented  on  a 
consistent  basis  in  the  various  agencies.  As  yet,  there  is  no 
clear  plan  of  action  with  measurable  objectives.  Without 
uniform  procedures  to  realistically  plan  and  document 
progress,  the  state  will  be  unable  to  determine  staffing 
requirements  for  affirmative  action  programs  at  the 
agency  level.  Action  must  also  be  taken  in  regard  to 
training  these  personnel  and  providing  appropriate  pub- 
licity regarding  the  state's  affirmative  action  program. 


Proposed  Approach:  In  order  to  establish  uniform  objec- 
tives, effective  compliance  and  optimum  staff  require- 
ments, the  development  and  monitoring  of  affirmative 
action  programs  for  all  agencies  should  be  made  the 
responsibility  of  the  Bureau  of  Affirmative  Action.  Cen- 
tralized policies  with  clearly  defined  department  and  re- 
gional objectives  will  enable  the  various  agencies  to  fulfill 
the  spirit  and  intent  of  the  program.  Implementation  will 
prevent  needless  duplication  of  affirmative  action  per- 
sonnel among  numerous  state  agencies  serving  the  same 
regional  areas.  The  bureau  will  be  responsible  for  provid- 
ing guidance  and  training  to  agency  personnel  organiza- 
tions in  regard  to  recruiting  and  hiring  practices.  To  iden- 
tify major  program  objectives,  the  bureau  should  provide 
a management-by-objectives  planning  seminar  for  all  af- 
firmative action  supervisors.  This  will  create  broader  un- 
derstanding of  the  program  and  develop  improved  pat- 
terns of  communication.  An  active  public  relations  pro- 
gram should  be  devised  to  publicize  the  general  policies 
to  both  state  employees  and  the  public.  Implementation 
involving  greater  participation  in  affirmative  action  issues 
by  agency  personnel  organizations  should  make  it  possi- 
ble to  reduce  the  current  level  of  affirmative  action  per- 
sonnel by  at  least  20  positions  statewide  for  an  annual 
saving  of  $320,000.  An  unspecified  cost  avoidance  will 
also  be  achieved  by  eliminating  proposed  expansions  by 
various  departments. 

Implementation  Strategy:  The  Bureau  of  Affirmative  Ac- 
tion should  be  empowered  to  develop  and  monitor  prac- 
tical affirmative  action  guidelines  and  programs  in  coop- 
eration with  the  state's  Bureau  of  Personnel  and  the  vari- 
ous agency  personnel  organizations.  The  Training  Divi- 
sion of  the  Bureau  of  Personnel  should  implement  the 
necessary  management-by-objectives  training  programs 
for  affirmative  action  employees.  If  necessary,  sensitivity 
training  should  be  provided  through  outside  contracts 
with  specialists.  The  Bureau  of  Affirmative  Action  should 
be  responsible  for  developing  the  required  information 
program  to  publicize  affirmative  action  policies  and  prin- 
ciples. It  would  also  monitor  agency  compliance  with  the 
state  program. 

256.  Enforce  and  expand  the  management  directive 
on  organization  requests. 

Management  Directive  260.1  establishes  policies  and 
procedures  for  submitting  organization  requests  to  the 
Executive  Board  for  approval.  It  applies  to  proposals  for 
creating  or  changing  structures  at  division  levels  and 
above  as  well  as  authorizations  for  branch  offices  in 
agencies  under  the  Governor's  jurisdiction.  Its  objective 
is  to  provide  standards  for  use  in  evaluating  proposed 
changes  and  to  create  an  accurate,  comprehensive  set  of 
organizational  records.  The  Bureau  of  Management  Ser- 
vices is  in  the  process  of  revising  the  directive  to 
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strengthen  certain  areas.  However,  no  consideration  has 
been  given  to  the  need  for  periodically  validating  all 
organization  charts.  Additionally,  no  provision  has  been 
made  to  include  all  agencies  in  these  comprehensive 
organization  records  by  a specified  time.  Under  the  pres- 
ent guidelines,  a complete  compilation  will  not  occur 
until  every  agency  undergoes  a structural  change  at  the 
division  level  or  above. 

Instructions  contained  in  Management  Directive  260.1 
do  not  provide  necessary  guidance  to  agencies  in  con- 
structing charts  for  internal  use.  The  quality,  terminology 
and  accuracy  of  current  agency  organizational  data  vary 
significantly.  Many  have  not  been  updated  for  a year  or 
more. 

Proposed  Approach:  The  Bureau  of  Management  Ser- 
vices should  require  all  agencies  under  the  Governor's 
jurisdiction  to  provide  current  organization  charts,  func- 
tional statements  and  staffing  charts  within  a specified 
period  of  time.  This  will  satisfy  the  requirement  to  create 
an  accurate  and  comprehensive  set  of  organization  re- 
cords. A mechanism  should  be  established  to  validate  the 
continued  accuracy  of  these  materials  or  to  submit 
changes  on  an  annual  basis.  Conceivably,  such  updating 
activities  could  coincide  with  budget  preparations. 

In  addition,  a uniform  system  of  chart  preparation  should 
be  developed  and  implemented  for  all  agencies.  Informa- 
tion would  include  charting  formats  appropriate  to  state 
government,  standard  terminology,  delineation  of  line 
and  staff  responsibilities,  methods  for  depicting  lines  of 
authority  and  the  like.  This  material  should  either  be 
provided  as  a separate  organization  chart  manual  or  in- 
cluded as  a section  in  existing  procedural  guides.  The 
standards  established  should  be  used  to  revise  all  intra- 
agency charts.  Data  should  then  be  updated  on  a quar- 
terly or  semiannual  basis.  Implementation  would  provide 
the  following  benefits: 

• Management  Directive  260.1  would  be  sufficiently 
strengthened  to  meet  its  stated  objectives. 

• Existing  confusion  within  and  between  agencies  in 
regard  to  structures  will  be  eliminated. 

• Visual  reinforcement  of  lines  of  authority  will  be 
provided  along  with  identification,  by  name,  of  key 
personnel.  This  will  give  the  various  management 
levels  a much  clearer  understanding  of  their  roles 
and  responsibilities. 

• Unnecessary  proliferation  of  organization  charts  will 
be  eliminated  and  distributions  limited  to  authorized 
personnel. 

Implementation  Strategy:  The  Bureau  of  Management 
Services  should  include  a provision  for  reporting  organi- 


zational changes  at  specified  intervals  in  the  revised 
management  directive.  It  should  request  current  organi- 
zation charts,  functional  statements  and  staffing  charts  for 
all  agencies.  Further,  the  bureau  should  develop  a uni- 
form system  for  preparing  intra-agency  organizational 
records  including  an  instruction  manual. 

Agencies  should  submit  charts  to  the  bureau  within  30 
days.  The  system  for  intra-agency  data  should  be  im- 
plemented within  four  months. 


PRODUCTIVITY 


Each  department  head  is  responsible  for  the  productivity 
of  his  unit.  Furthermore,  it  is  a basic  premise  of  manage- 
ment that  in  order  to  control  or  influence  something,  it 
must  first  be  measured.  However,  sufficient  data  on  the 
ratio  of  services  or  units  produced  versus  the  resources 
consumed  during  a specified  time  are  not  available  in 
most  agencies.  The  development  of  productivity  base 
measurements  is  important  to  analyze  trends,  set  depart- 
ment objectives  and  measure  degrees  of  achievement. 
Productivity  measurement  is  also  a vital  factor  in  project- 
ing manpower  requirements  in  terms  of  anticipated  work 
volumes.  A productivity  measurement  program  has  been 
instituted  by  the  federal  government  covering  about  61  % 
of  its  civilian  personnel.  Results  have  been  impressive 
and  a strong  productivity  improvement  program  is  getting 
underway. 

RECOMMENDATIONS 

257.  Develop  and  apply  productivity  measurement 
techniques  on  a statewide  basis  and  implement 
a productivity  improvement  program. 

Productivity  measurement  is  basically  a ratio  of  output 
per  unit  of  input,  the  denominator  usually  being  ex- 
pressed in  terms  of  manpower.  It  is  recognized  that  most 
state  agencies  presently  lack  useful  productivity  mea- 
surement data  which  would  permit  the  establishment  of 
organizational  and  personal  performance  standards  and 
should  lead  to  use  of  quantified  planning,  scheduling  and 
control  techniques.  The  use  of  productivity  measurement 
techniques  creates  a basis  for  a number  of  administrative 
actions.  With  such  tools,  it  becomes  possible  to: 

• Track  changes  in  productivity  within  organizational 
units. 

• Project  future  manpower  needs. 

• Compare  productivity  of  similar  units. 
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• Improve  management  of  backlogs. 

• Assess  the  effectiveness  of  such  management  actions 
as  basic  planning,  scheduling  and  control  of  man- 
power; investments  in  new  facilities  and  equipment; 
organizational  changes;  procedural  modifications; 
application  of  behaviorial  science  approaches;  and 
impact  of  new  management  techniques. 

That  the  level  of  productivity  in  state  government  can  be 
improved  is  hardly  open  to  question.  Private  sector  sur- 
veys of  clerical  performance  — prior  to  implementation 
of  measurement  programs  — have  shown  that  the  aver- 
age office  achieves  a productivity  rate  of  only  50%  to 
60%  of  its  potential.  A brief,  informal  survey  indicates  a 
similar  performance  level  to  be  to  be  prevalent  in  the 
capital  complex.  During  a period  when  the  cost  of  labor  is 
increasing  at  a rate  in  excess  of  1 0%  annually,  the  need  to 
measure  and  improve  productivity  is  obvious. 

Proposed  Approach:  Pennsylvania  should  establish  an 
ongoing  program  for  productivity  improvement.  A prima- 
ry tool  is  the  generation  of  productivity  trend  charts  for 
all  executive  organization  units  which  lend  themselves  to 
measurement  techniques.  The  limiting  factor  in  any  unit 
is  the  ability  to  define  a quantifiable  output  either  in  terms 
of  a product  or  a service. 

To  demonstrate  feasibility  of  productivity  measurements 
in  a pilot  project,  three  agencies  were  picked  as  models 
representing  various  degrees  of  difficulty  for  application 
of  productivity  measurement  programs.  The  organiza- 
tions and  output  units  chosen  were:  Liquor  Control  Board 
— bottle  sales  from  state  liquor  stores;  Department  of 
Welfare,  County  Boards  of  Assistance  — community  ser- 
vices supplied;  and  Department  of  Transportation  — 
licenses  issued.  Input  was  expressed  in  total  man-years 
directly  related  to  output. 

In  each  area,  the  following  steps  were  carried  out: 

• Unit  operations  were  reviewed  in  depth  with  man- 
agement personnel. 

• Output  was  defined  in  measurable  terms. 

• Input/output  data  were  compiled  for  recent  years. 

• A base  year  was  chosen,  indices  calculated  and  pro- 
ductivity trend  charts  prepared  for  all  three  of  the 
selected  agencies. 

For  comparative  purposes,  compensation  and  unit  labor 
costs  were  also  charted.  The  increase  in  unit  labor  cost 
which  was  identified  clearly  indicated  the  need  to  im- 
prove productivity  to  offset  rising  compensation.  Such 
productivity  trend  figures  provide  a vehicle  for  analysis  of 
the  present  situation  to  assess  the  effectiveness  of  man- 
agement actions. 


The  benefits  from  such  programs  do  not  occur  as  a result 
of  the  measurements.  Rather,  they  stem  from  rigorous 
application  of  productivity  improvement  programs  de- 
signed to  meet  needs  identified  by  trend  data.  In  general, 
consulting  firms  estimate  that  sound  manpower  man- 
agement programs  can  achieve  a 20%  to  30%  gain  in 
efficiency.  A 1973  study  of  a relatively  complex  unit  in 
the  Liquor  Control  Board  produced  a 25%  improvement 
from  implementation  of  the  recommended  management 
program. 

The  following  are  some  of  the  administrative  productivity 
improvement  tools  available:  management  by  objec- 
tives; management  incentives;  manpower  management 
programs;  job  enrichment;  and  expanded  management 
training.  Each  of  these  techniques  are  described  in  detail 
in  other  recommendations. 

Assuming  vigorous  application  of  appropriately  tailored 
programs  on  a statewide  basis,  it  is  anticipated  that 
60,000  employees  would  improve  their  productivity  by 
5%  in  the  first  year.  Using  an  average  annual  salary  plus 
fringes  of  $1  3,600,  the  potential  first  year  saving  would  be 
$40-million.  This  figure  should  increase  substantially  in 
subsequent  years,  approaching  a 15%  improvement,  or 
about  $1  20-million  annually.  In  line  with  the  policy  of 
The  Governor's  Review-1975  to  claim  potential  savings 
at  the  point  of  designated  accomplishment,  no  claims  are 
made  here.  However,  63  other  recommendations  detail 
specific  proposals  for  productivity  increases  with  total 
annual  savings  of  $91 .5-million.  This  includes  24  pro- 
posals for  improvements  in  office  operations. 

Implementation  Strategy:  Although  the  proposed  activi- 
ties could  be  implemented  by  executive  action,  it  is  felt 
that  providing  appropriate  legislation  would  be  more  ef- 
fective. This  would  give  the  program  the  advantage  of 
recognized  budget  status.  The  following  steps  would  be 
necessary: 

• The  Governor  should  direct  the  secretary,  Adminis- 
tration, to  assign  overall  responsibility  to  the  Bureau 
of  Management  Services  in  the  Office  of  Administra- 
tion. Appropriate  legislation  should  be  prepared  and 
submitted  to  the  General  Assembly  by  the  Governor. 

• The  director,  Bureau  of  Management  Services, 
should  establish  a task  force  of  management  analysts 
to  provide  technical  guidance  in  implementing  the 
program. 

• A schedule  of  activities  should  be  developed  along 
with  a timetable  for  achievement.  The  entire  program 
— definition  of  measurable  outputs,  accumulation  of 
data,  charting,  management  training,  organization 
for  continuous  monitoring,  analysis  and  reporting  as 
well  as  the  implementation  of  methods  and  produc- 


tivity  improvement  projects  — should  be  operational 
prior  to  budget  preparation  activities  for  fiscal  1 978. 

258.  Design  and  implement  an  effective  statewide 
program  of  management  by  objectives. 

Management  objectives  are  often  poorly  defined  and  un- 
derstood within  the  various  agencies  of  state  government. 
This  is  reflected  by  the  reported  difficulty  experienced  by 
the  Office  of  the  Budget  in  obtaining  meaningful,  quan- 
tified objectives  needed  to  support  various  agency  budget 
requests.  Although  numerous  organizations  have  started 
internal  management-by-objectives  programs,  there  is  no 
uniform  statewide  system.  The  efforts  of  individual  agen- 
cies in  this  regard  are  yielding  varying  degrees  of  success. 
In  general,  there  appears  to  be  difficulty  in  focusing  on 
important  issues  and  implementing  procedures  to  set 
meaningful,  quantifiable  milestones  with  targeted  values. 

Interest  has  already  been  expressed  in  developing  a 
statewide  system  of  management  by  objectives.  The  De- 
partment of  Education  is  in  the  process  of  conducting  a 
pilot  program  embracing  two  areas:  quality  performance 
standards  and  employee  performance  and  development 
guides.  The  program  is  well-conceived  and  practical. 
Activities  are  being  developed  and  refined  on  a highly 
participative  basis.  Assuming  continued  success,  the  de- 
partment plans  to  offer  the  program  for  statewide  use  in 
fiscal  1977.  The  benefits  to  be  achieved  by  a properly 
directed  and  implemented  management-by-objectives 
system  are  substantial  and  warrant  continued  support 
from  top-level  executive  personnel. 

Proposed  Approach:  A practical,  uniform  program  of 
management  by  objectives  should  be  designed  and  im- 
plemented in  line  with  overall  commonwealth  needs. 
The  program  currently  being  tested  by  the  Department  of 
Education  should  provide  a viable  basis  for  developing 
the  proposed  system.  However,  practical  incentives  — 
based  on  effective  performance  — might  well  be  in- 
cluded to  further  enhance  the  program. 

Management  by  objectives  is  a well-documented  ap- 
proach to  planning,  administering  and  controlling  or- 
ganizational activities.  Properly  used,  it  is  a style  of  man- 
agement which  requires  participatory  setting  of  objec- 
tives for  all  significant  operating  areas.  Implementation 
begins  with  the  chief  executive  and  successively  em- 
braces all  subsequent  levels  of  management  down 
through  first  line  supervisors.  Enthusiastic,  skillful  efforts 
are  required  to  attain  established  objectives  within 
specified  time  frames.  Documentation  must  be  de- 
veloped to  identify  procedures  to  be  used  in  achieving 
such  goals.  Scheduled  reviews  are  also  necessary  to 
monitor  progress.  Productivity  trend  figures  and  analyses 
provide  the  capability  to  measure  current  situations, 
quantify  objectives  and  assess  overall  effectiveness  of  the 


program.  Substantial  improvements  in  both  operational 
effectiveness  and  financial  economy  should  result  from 
successful  implementation. 

Implementation  Strategy:  A statewide  management-bv- 
ojectives  program  should  be  established  by  executive 
mandate.  To  accomplish  this,  the  following  steps  should 
be  taken : 

• The  Bureau  of  Management  Services  in  the  Office  of 
Administration  should  develop  a proposed  approach 
and  submit  it  to  the  Governor  for  approval.  Careful 
consideration  should  be  given  to  the  pilot  program 
now  underway  in  the  Department  of  Education. 

• Upon  approval,  the  Governor  should  issue  an  execu- 
tive order  authorizing  the  Bureau  of  Management 
Services  to  coordinate  and  enforce  the  program.  Im- 
plementation will  require  that  each  organizational 
level  in  every  state  agency  establish  identifiable,  pre- 
ferably measurable  objectives  prior  to  budget  prep- 
aration activities  for  fiscal  1977.  The  bureau  will 
assist  in  selecting  agency-level  coordinators  for  the 
program. 

• Follow-up  activities  should  be  conducted  by  the 
Bureau  of  Management  Services  to  ensure  timely 
completion  of  commitments.  The  bureau  should  also 
assist  agencies  in  developing  required  reporting  pro- 
cedures. Formal  monitoring  activities  should  be  con- 
ducted quarterly. 

• Program  results  should  be  quantified  by  agency  and 
for  the  overall  program  at  the  end  of  each  fiscal  year. 

259.  Develop  and  implement  a practical  non- 
financial  incentive  program  for  managers  of 
commonwealth  activities. 

There  is  an  urgent  need  for  positive  management  incen- 
tives in  government  activities  to  ensure  optimum  perfor- 
mance and  cost-conscious  operations.  Several  factors 
presently  work  against  such  efforts  on  the  part  of  man- 
agement personnel.  First  is  the  supposition,  on  the  part  of 
many,  that  spending  less  than  budgeted  amounts  will 
result  in  reduced  appropriations  for  the  next  fiscal  year.  In 
addition,  status  is  sometimes  related  to  the  size  of  the  staff 
and  the  budget  for  which  a manager  is  responsible. 
Flence,  the  bigger  the  budget,  the  more  important  the  job 
is  considered  to  be.  The  protection  of  the  civil  service 
system  may  also  reduce  some  of  the  cost-consciousness 
which  exists  in  executives  working  in  the  private  sector. 
Finally,  if  a managerdoes  perform  well,  there  is  no  assur- 
ance he  will  gain  meaningful  recognition.  An  attitude 
survey  of  59  professional  and  managerial  employees  in 
various  state  agencies  showed: 

• A lack  of  long-range  planning  in  regard  to  manage- 
ment activities. 
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• Absence  of  performance  standards  related  to  manag- 
erial responsibilities. 

• Almost  unanimous  admissions  from  those  inter- 
viewed that  their  job  performance  could  be  im- 
proved to  some  degree. 

• Lack  of  performance  incentives. 

Proposed  Approach:  An  effective  management  incentive 
program  is  needed,  but  it  must  be  based  on  sound, 
measurable  objectives.  Therefore,  it  will  be  necessary  for 
the  commonwealth  to  implement  several  activities  al- 
ready described  — an  employee  productivity  and  mea- 
surement program,  a system  of  management  by  objec- 
tives and  a budgeting  and  accounting  procedure  which 
identifies  achievements  versus  commitments. 

An  obvious  management  incentive  would  be  a yearly 
bonus,  based  on  achievements  identified  through  a 
management-by-objectives  program.  A weighted  score 
would  be  developed  which  reflected  the  individual's  per- 
formance in  comparison  with  his  commitments.  This 
score  would  be  a major  factor  in  determining  the  size  of 
the  bonus  which  would  be  paid  from  a special  appropria- 
tion. However,  the  use  of  such  a system  would  be  misun- 
derstood by  most  citizens,  making  establishment  of  a 
bonus  fund  a political  issue.  Also,  in  the  absence  of  a 
sound  performance  evaluation  system,  any  bonus  alloca- 
tions would  be  based  on  subjective  judgments  and  sub- 
ject to  criticism.  Finally,  it  would  seem  unwise  to  moti- 
vate managers  with  the  prospect  of  selfish  financial  gain 
in  the  form  of  incentive  bonuses,  in  an  environment 
where  the  major  missions  are  to  provide  service  for  the 
public. 

However,  there  should  be  no  drawback  to  recognizing 
meritorious  performance  through  periodic  salary  in- 
creases within  established  ranges  for  each  position  clas- 
sification. This  concept  has  been  addressed  in  another 
area  of  the  report. 

A previous  recommendation  calls  for  establishment  of  a 
management-by-objectives  program  with  identifiable 
goals.  The  objectives  could  be  given  relative  weights  and 
achievements  identified.  Performance  evaluations  could 
then  be  prepared  by  the  agencies  in  conjunction  with  the 
Bureau  of  Management  Services  in  the  Office  of  Adminis- 
tration. Interdepartmental  and  public  recognition  could 
be  given  to  individuals  achieving  outstanding  results. 
Such  a technique  could  be  used  to  evaluate  division 
chiefs,  bureau  directors  and  even  department  secretaries. 

Cost  reduction  sharing  plans  might  form  the  basis  for 
another  type  of  incentive  program.  In  this  instance,  an 
organization  would  be  judged  on  its  ability  to  fully  satisfy 
its  responsibilities  while  spending  less  than  budgeted  ap- 


propriations. A portion  of  the  unspent  money  would  be 
returned  to  the  general  fund  and  the  remainder  assigned 
to  a special  agency  fund.  Monies  could  be  released  from 
this  account,  upon  adequate  justification,  for  experimen- 
tal programs,  new  equipment  and  so  on.  If  this  were  not 
feasible,  sound  fiscal  management  by  an  agency  should 
be  used  as  a basis  for  favorable  consideration  of  future 
budgetary  requests. 

Promotions,  transfers  and  other  types  of  recognition 
could  be  used  to  identify  meritorious  performance.  Poor 
results  could  also  be  acknowledged  through  demotions, 
transfers  or  ultimately,  dismissal.  Of  course,  this  type  of 
disciplinary  action  would  require  substantial  documenta- 
tion and  uniform  procedures  to  ensure  equitable  treat- 
ment of  employees. 

Because  of  the  intangible  nature  of  this  recommendation, 
no  specific  savings  are  claimed.  However,  it  should  be 
noted  that  approximately  25%  of  the  state's  $4. 5-billion 
budget  is  considered  to  be  under  management  control.  If 
an  appropriate  incentive  program  produced  a 1 % reduc- 
tion in  this  $1 . 1-billion  portion  of  the  budget,  and  if  one 
half  of  this  amount  would  be  made  available  for  use  in 
agency  discretionary  funds,  as  proposed,  the  remaining 
$5. 5-million  would  constitute  an  annual  saving  to  the 
Commonwealth  of  Pennsylvania. 

Implementation  Strategy:  While  the  concept  of  incentives 
has  been  firmly  established  in  the  private  sector,  the 
development  of  a state  program  will  require  considerable 
research  and  refinement.  Successful  implementation  will 
demand  vigorous  and  continuing  support  from  the  Gov- 
ernor. Initial  activities  should  be  assigned  to  the  Bureau  of 
Management  Services  in  the  Office  of  Administration. 
Advice  and  cooperation  should  be  sought  from  the  Office 
of  the  Budget  and  the  Pennsylvania  Economy  League. 


DEPARTMENT  OF 
LABOR  AND  INDUSTRY 

This  department  is  responsible  for  administering  un- 
employment compensation,  workmen's  compensation 
and  vocational  rehabilitation  programs  as  well  as  various 
labor  laws  and  related  activities  in  the  state.  Some  17 
advisory  and  review  boards  assist  the  department's  secre- 
tary in  the  administration  of  areas  under  his  jurisdiction. 

The  fiscal  1975  budget  was  more  than  $1  79-million  of 
which  $131 -million  was  federal  money.  Of  the  depart- 
ment's 7,100  positions,  some  6,100  of  which  are  feder- 
ally subsidized. 


RECOMMENDATIONS 

260.  Relocate  the  main  office  of  the  State  Work- 
men's Insurance  Fund  and  eliminate  four 
branch  operations. 

The  main  office  of  the  insurance  fund  was  moved  to 
Scranton  in  1 964  to  provide  more  jobs  in  that  area.  How- 
ever, the  board  which  manages  the  operation  is  still  lo- 
cated in  Harrisburg,  resulting  in  a lack  of  effective  man- 
agement. The  district  offices  process  all  insurance  claims 
and  forward  the  paperwork  to  Scranton  while  retaining 
duplicates  for  their  files.  The  Scranton  office  must  request 
checks  from  Harrisburg.  These  are  prepared  and  sent  to 
Scranton  for  mailing. 

Proposed  Approach:  To  establish  necessary  management 
control,  the  fund's  main  office  should  be  relocated  to 
Harrisburg.  Suitable  space  is  available  in  the  Harrisburg 
State  Hospital  or  the  airport.  The  branch  offices  operate 
mainly  as  paper  conduits  to  the  main  facility.  In  1 974,  the 
claim  volumes  for  the  branches  at  Pottsville,  Sunbury, 
Wilkes-Barre  and  Johnstown  amounted  to  only  1,972. 
The  fund's  new  computer  program  has  eliminated  much 
of  the  paperwork  associated  with  claims  processing. 
Therefore,  these  operations  could  be  closed  and  the 
caseloads  transferred  to  Philadelphia,  Pittsburgh  and  Har- 
risburg with  no  increases  in  existing  staff.  Implementation 
would  provide  an  annual  saving  of  $474,000  in  salary 
and  operating  costs  for  these  four  operations. 

Implementation  Strategy:  The  fund's  board  should  au- 
thorize an  immediate  relocation  of  the  main  office  to 
Harrisburg.  The  fund  manager  should  be  instructed  to 
implement  a plan  to  phase  out  the  four  branch  offices 
over  a one-year  period.  Regular  meetings  should  be 
scheduled  between  the  board,  the  fund  manager,  its  chief 
counsel  and  the  fund  actuary  to  discuss  operational  re- 
quirements and  to  provide  the  necessary  top-level  man- 
agement guidance. 

261 . Eliminate  1 3 disability  claims  adjudicator  posi- 
tions and  fill  nine  clerical  vacancies  in  the  Dis- 
ability Determination  Division. 

The  division's  Wilkes-Barre  regional  office  employs  105 
adjudicators.  This  is  an  excess  of  1 3 positions  over  those 
authorized.  At  the  same  time,  the  clerical  staff  in  this 
office  is  undermanned. 

Proposed  Approach:  To  return  staffing  to  optimum  levels, 
the  adjudicator  force  should  be  reduced  to  the  fiscal  I 976 
budget  authorization  of  92.  In  addition,  the  nine  clerical 
vacancies  should  be  filled.  Implementation  will  provide  a 
net  federal  saving  of  $79,000  per  year. 

Implementation  Strategy:  Approximately  three  of  the  ex- 
cess positions  will  be  vacated  shortly  due  to  retirements. 


The  other  10  positions  should  be  terminated.  After  au- 
thorization by  the  secretary,  Department  of  Labor  and 
Industry,  the  division  chief  should  be  able  to  complete 
implementation  within  three  months. 

262.  Establish  a utilization  review  committee  at  the 
Pennsylvania  Rehabilitation  Center  in 
Johnstown. 

The  center  has  a capacity  sufficient  for  514  resident  and 
50  day  care  clients.  At  present,  there  is  no  mechanism  to 
monitor  the  effectiveness  of  the  services  rendered.  Areas 
to  be  evaluated  include:  quality,  efficiency,  necessity  and 
effectiveness  of  services. 

Client  services  cost  approximately  $30  per  day.  More 
effective  delivery  could  reduce  overall  lengths  of  stay  to 
provide  direct  savings  or  increased  utilization  of  existing 
capacity. 

Proposed  Approach:  The  centershould  establish  a utiliza- 
tion review  committee  to  objectively  evaluate  the  ser- 
vices provided  each  client.  The  objective  would  be  to 
assist  the  center  in  providing  quality  services  at  an  op- 
timum level  of  expenditure.  No  specific  savings  are  being 
claimed. 

Implementation  Strategy:  Authorization  to  establish  the 
committee  would  be  required  from  the  secretary,  De- 
partment of  Labor  and  Industry.  When  appropriate  mem- 
bership has  been  established,  the  committee  should  de- 
sign a detailed  review  procedure  to  accomplish  its  stated 
objectives.  Overall,  implementation  should  require  12 
months. 

263.  Abolish  the  social  security  contribution  fund 
and  transfer  the  account  balance  to  the  general 
fund. 

This  fund,  totaling  $7. 5-million,  is  an  accumulation  of 
interest  and  penalties  assessed  for  late  remittance  of  so- 
cial security  payments.  The  major  portion  of  the  balance 
represents  investment  income.  The  costs  of  administering 
the  social  security  program  — approximately  $250,000 
annually  — are  paid  from  general  fund  appropriations. 

Proposed  Approach:  The  money  in  this  account  should 
be  transferred  to  the  general  fund,  thereby  allowing  the 
balance  of  $7. 5-million  to  be  appropriated  by  the  Gen- 
eral Assembly.  Any  monies  not  appropriated  for  current 
programs  would  provide  additional  investment  oppor- 
tunities for  the  state.  Implementation  would  provide  a 
one-time  income  of  approximately  $7. 5-million  to  the 
general  fund. 

Implementation  Strategy:  Enabling  legislation  should  be 
introduced  by  the  Governor  with  the  assistance  of  the 
secretary,  Department  of  Labor  and  Industry. 
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264.  Assess  workmen's  compensation  carriers  and 
self-insurers  for  administrative  costs  of  the 
program. 

The  Bureau  of  Occupational  Injury  and  Disease  Compen- 
sation incurs  some  $4. 3-million  in  administrative  ex- 
penses tor  the  workmen's  compensation  program.  At 
present,  neither  workmen's  compensation  carriers  nor 
self-insurers  reimburse  the  state  for  these  expenditures. 

Proposed  Approach:  Costs  incurred  by  the  bureau  in 
administering  the  workmen's  compensation  program 
should  be  assessed  to  all  carriers  and  self-insurers  on  a pro 
rata  basis.  Implementation  will  provide  an  annual  income 
of  approximately  $4. 3-million  and  eliminate  the  need  for 
appropriations  from  the  general  fund.  Some  26  states 
already  assess  such  costs. 

Implementation  Strategy:  In  order  to  implement  this  rec- 
ommendation, the  secretary  of  the  Department  of  Labor 
and  Industry  should  introduce  enabling  legislation  to  the 
General  Assembly.  It  should  provide  for  the  establish- 
ment of  a special  fund  to  finance  operating  expenses  of 
the  workmen's  compensation  program;  definition  of 
what  constitutes  operating  expenses;  and  authorization 
to  assess  carriers  and  self-insurers  for  such  costs  on  a pro 
rata  basis. 

265.  Increase  processing  fees  for  workmen's  com- 
pensation self-insurance  requests. 

Approximately  310  firms  request  self-insurance  status 
from  the  Bureau  of  Occupational  Injury  and  Disease 
Compensation  each  year.  The  cost  of  conducting  neces- 
sary investigations  is  about  $62,500  while  annual  reve- 
nues from  this  activity  total  only  $31,500. 

Proposed  Approach:  The  present  $100  charge  should  be 
increased  to  $200  to  put  this  activity  on  a self-sustaining 
basis.  The  additional  annual  income  would  amount  to 
$31,500. 

Implementation  Strategy:  The  secretary,  Department  of 
Labor  and  Industry,  should  introduce  legislation  to 
amend  the  current  fee  structure. 

266.  Establish  a fee  schedule  for  boiler  installation 
reviews. 

Blueprints  for  proposed  boiler  installations  must  be  sub- 
mitted to  the  Boiler  Division,  Bureau  of  Occupational  and 
Industrial  Safety,  forapproval.  The  annual  cost  of  process- 
ing is  approximately  $20,000.  However,  no  charge  is 
made  for  the  service. 

Proposed  Approach : To  make  this  activity  self- 
supporting,  a sliding  scale  of  charges  — from  $1 0 to  $25 
— should  be  established.  Implementation  should  provide 
an  annual  income  of  $24,000.  To  reduce  mailing  costs, 


plans  should  be  returned  by  third-class  mail  unless  the 
recipient  requests  and  pays  for  first-class  postage. 

Implementation  Strategy:  The  department  should  draft 
enabling  legislation  for  approval  by  the  Governor  and 
submission  to  the  General  Assembly. 

267.  Request  changes  in  federal  law  which  require 
black  lung  claimants  to  file  with  the  state  in 
order  to  perfect  federal  claims. 

Title  IV  of  the  federal  Coal  Mine  Health  and  Safety  Act 
provides  benefits  to  miners  who  become  totally  disabled 
from  pneumoconiosis  (black  lung)  because  of  employ- 
ment in  a coal  mine.  However,  the  act  mandates  that 
persons  seeking  federal  benefits  must  also  file  a claim 
under  applicable  state  law.  An  amendment  to  Part  C of 
Title  IV  act  which  became  effective  July  1,  1974,  states 
that  such  claims  no  longer  have  to  be  filed  as  a condition 
of  filing  or  perfecting  a federal  claim. 

All  black  lung  claims  filed  with  the  state  are  automatically 
contested  by  the  Bureau  of  Occupational  Injury  and  Dis- 
ease Compensation.  This  is  done  to  ensure  compliance 
with  Pennsylvania  statutes  and  to  afford  all  claimants  due 
process  and  equal  consideration.  Determination  of  eligi- 
bility is  made  by  a workmen's  compensation  referee  al- 
though the  decision  may  be  appealed. 

From  July  1,  1974,  to  April  30,  1975,  some  1,621  claims 
were  suspended  at  a point  prior  to  awarding  state  com- 
pensation because  the  claimant  began  receiving  federal 
benefits  under  Part  B of  Title  IV.  This  was  30.6%  of  the 
total  claims  filed  during  that  period.  From  January  1, 
1975,  to  April  30,  1975,  approximately  442  claimants 
receiving  state  benefits  had  them  discontinued  due  to 
receipt  of  federal  payments.  Obviously,  Pennsylvania  is 
incurring  a great  deal  of  needless  expense  in  processing 
claims  under  Part  B which  will  have  to  be  suspended  or 
discontinued  at  some  point  in  time. 

Proposed  Approach:  The  practice  of  filing  for  black  lung 
benefits  under  state  law  for  the  purpose  of  perfecting  a 
federal  claim  should  be  discontinued.  This  will  eliminate 
redundant  and  unnecessary  processing.  The  savings  to  be 
achieved  cannot  be  quantified. 

Implementation  Strategy:  A reinterpretation  of  filing  re- 
quirements at  the  federal  level  will  permit  implementaton 
within  a year.  The  secretary,  Department  of  Labor  and 
Industry,  should  request  such  a ruling  and  vigorously 
pursue  approval. 

268.  Require  recipients  of  black  lung  payments  to 
file  an  annual  affidavit  of  eligibility. 

At  present,  the  Bureau  of  Occupational  Injury  and  Dis- 
ease Compensation  has  no  mechanism  to  monitor  the 
continued  eligibility  of  recipients  receiving  black  lung 


payments.  Instances  have  been  discovered  where  the 
spouse  of  a claimant  continued  to  receive  benefits  after 
the  recipient's  death. 

Proposed  Approach:  Requiring  claimants  to  file  annual 
affidavits  of  eligibility  — including  information  on  other 
types  of  compensation  being  paid  — would  provide  the 
bureau  with  an  effective  monitoring  procedure.  No  sav- 
ings are  claimed  because  the  extent  of  abuses  cannot  be 
determined  from  available  data. 

Implementation  Strategy:  The  secretary,  Department  of 
Labor  and  Industry,  should  amend  eligibility  require- 
ments to  include  the  proposed  affidavit.  The  Bureau  of 
Occupational  Injury  and  Disease  would  be  responsible 
for  implementing  compliance. 

269.  Change  nursing  home  contract  expiration 
dates  to  eliminate  overtime  requirements  in 
the  Division  of  Nursing  Homes  and  Hospitals. 

Thisdivision  in  the  Bureau  of  Occupational  and  Industrial 
Safety  is  responsible  for  performing  all  life  support  sur- 
veys of  nursing  homes  in  the  state.  These  studies  must  be 
completed  before  nursing  home  contracts  can  be  re- 
newed by  the  U.S.  Department  of  Health,  Education  and 
Welfare  (HEW).  Since  a substantial  number  of  contracts 
come  up  for  renewal  at  the  same  time,  the  division  must 
authorize  a significant  amount  of  overtime  to  handle  peak 
work  requirements.  In  fiscal  1 975,  overtime  amounted  to 
1 ,950  hours. 

Proposed  Approach:  If  HEW  would  renegotiate  contracts 
to  redistribute  subsequent  renewal  dates  over  an  ex- 
tended period,  overtime  requirements  could  be  elimi- 
nated. The  annual  cost  avoidance  would  amount  to 
$8,000. 

Implementation  Strategy:  The  division  is  in  the  process  of 
negotiating  with  HEW  to  effect  the  proposed  change.  It 
should  pursue  its  efforts  vigorously  to  obtain  required 
support. 

270.  Obtain  federal  approval  to  allocate  a portion  of 
department  overhead  expenses  to  the  Bureau 
of  Employment  Security. 

The  Department  of  Labor  and  Industry  incurs  a certain 
amount  of  administrative  expense  in  providing  support 
services  to  the  Bureau  of  Employment  Security.  This  is  a 
federally  funded  operation  and  precedent  exists  for  fed- 
eral reimbursement  of  indirect  costs  incurred  by  states  in 
administering  such  programs. 

Proposed  Approach:  The  department  should  bill  the 
bureau  for  a reasonable  portion  of  overall  overhead  ex- 
penses and  pursue  collection  from  the  U.  S.  Department 
of  Labor.  Identification  must  be  provided  as  to  the  exact 
cost  centers  involved  and  the  allocation  methods  used.  If 


retroactive  payment  is  made,  there  would  be  a one-time 
income  of  $60,000  and  an  annual  increase  in  revenue  of 
$28,500. 

Implementation  Strategy:  The  secretary,  Department  of 
Labor  and  Industry,  and  the  director,  Bureau  of  Employ- 
ment Security,  should  contact  the  U.  S.  Department  of 
Labor  to  secure  approval  for  proposed  reimbursements. 
Adequate  documentation  must  be  provided  to  support 
the  request. 

271.  Mail  minimum  wage  documents  only  to  ar- 
chitects of  public  building  projects. 

At  present,  every  architect,  contractor,  authority  or 
awarding  agency  receives  a set  of  prevailing  minimum 
wage  data  for  public  building  projects.  This  is  redundant 
and  unnecessary. 

Proposed  Approach:  Packages  should  only  be  prepared 
for  the  architect  and  awarding  agency  on  each  project. 
Others  requiring  these  data  could  obtain  them  from  either 
source.  Based  on  current  preparation  expenditures,  there 
would  be  an  annual  saving  of  $208,000.  This  would 
include  a staff  reduction  of  two  positions  in  the  Prevailing 
Wage  Division. 

Implementation  Strategy:  Governing  legislation  would 
have  to  be  enforced  to  require  originators  of  construction 
projects  to  provide  prevailing  wage  data  in  each  bid 
request  package.  The  Prevailing  Wage  Division  would 
have  to  implement  this  policy  and  inform  people  on  the 
current  mailing  list  of  the  change  in  procedure.  The  effec- 
tive date  should  be  about  two  months  after  notification  is 
completed. 

272.  Computerize  the  prevailing  minimum  wage 
service. 

Current  legislation  requires  that  all  contract  specifications 
contain  information  on  prevailing  minimum  wage  re- 
quirements. The  Department  of  Labor  and  Industry  has  a 
division  of  24  people,  supervised  by  a director,  to  provide 
these  data.  The  Prevailing  Wage  Division  maintains  a 
card  file  for  each  county  covering  all  occupations  re- 
quired in  building,  heavy  construction  and  highway  pro- 
jects. Information  is  received  and  manually  posted  on  a 
daily  basis  for  750  occupations  in  each  of  67  counties.  Six 
people  are  required  to  maintain  the  records  and  prepare 
contract  packages  for  individual  projects. 

Proposed  Approach:  A computer  program  should  be  writ- 
ten to  record,  store  and  print  current  wage  data  for  the 
counties.  New  information  should  be  entered  on  a 
weekly  basis  and  one-day  turnaround  provided  for  rate 
requests.  Implementation  would  eliminate  two  positions 
for  a net  annual  saving  of  $19,000.  There  would  be  a 
one-time  cost  of  $5,000  to  establish  the  computer 
software. 
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Implementation  Strategy:  The  director,  Prevailing  Wage 
Division,  should  request  the  Office  of  Electronic  Data 
Processing  to  prepare  a system  to  provide  necessary  data. 
Because  information  would  be  updated  on  a weekly  basis 
and  an  average  of  50  contracts  reviewed  each  week,  the 
Prevailing  Wage  Division  would  have  to  monitor  its  re- 
quests to  avoid  duplications. 

273.  Eliminate  hard-copy  storage  through  use  of 
microfilm  in  the  Bureau  of  Occupational  Injury 
and  Disease  Compensation. 

The  bureau's  data  storage  requirements  are  extensive 
because  of  document  retention  requirements  which 
range  from  seven  to  1 0 years.  As  space  needs  increase,  so 
will  associated  costs  for  storage  and  retrieval. 

Proposed  Approach:  The  bureau  should  purchase  micro- 
film equipment  to  reduce  — to  the  greatest  extent  possi- 
ble — hard-copy  retention.  The  equipment  should  have 
retrieval  capabilities  to  provide  ease  of  access. 

Implementation  should  permit  a net  reduction  of  four 
positions  for  an  annual  saving  of  approximately  $39,000. 
The  one-time  cost  for  equipment  is  estimated  at  $40,000. 
There  would  be  an  additional  expenditure  for  microfilm. 

Implementation  Strategy:  After  authorization  by  the 
bureau's  director,  staff  should  determine  that  the  quality 
of  the  microfilm  copies  will  be  acceptable  in  court  pro- 
ceedings. Once  acceptable  quality  is  assured,  the  equip- 
ment should  be  purchased  and  personnel  reductions 
made.  As  the  developing  capability  will  probably  be  used 
by  the  bureau  on  a part-time  basis,  this  service  could  be 
offered  to  other  units  to  improve  equipment  utilization. 


DEPARTMENT  OF 
ENVIRONMENTAL 
RESOURCES 


This  department,  augmented  by  three  advisory  bodies,  is 
responsible  for  the  protection  of  the  land,  water  and  air 
resources  of  the  state.  It  was  formed  in  1971  toencompass 
activities  formerly  assigned  to  various  departments  and 
agencies.  The  fiscal  1 975  budget  amounted  to  more  than 
$1 04-million  of  which  $86-million  was  state  funds.  The 
operating  budget  for  fiscal  1976  is  estimated  at  $89.9- 
million  as  the  previous  appropriation  included  a non- 
recurrring  item  of  $20-million  for  solid  waste-resource 
recovery  loans.  Total  staff  within  the  department  is  ap- 
proximately 3,200. 


RECOMMENDATIONS 

274.  Implement  an  environmental  master  plan. 

One  of  the  basic  needs  in  environmental  protection  ef- 
forts is  an  awareness  of  fundamental  ecological  relation- 
ships. Although  some  planning  is  done  by  various  groups 
in  the  department,  no  master  plan  exists  to  coordinate 
their  efforts  on  a long-range  basis.  The  present  lack  of 
clearly  defined  goals  and  priorities  results  in  less  than 
optimum  use  of  available  manpower  and  resources.  A 
master  plan  would  ensure  more  effective  use  of  depart- 
ment appropriations  and  could  eliminate  duplicate  or 
overlapping  activities. 

Proposed  Approach:  The  department  has  been  working 
on  the  development  of  a master  plan  for  some  time. 
Specific  objectives  have  been  established  and  priority 
should  be  given  to  completing  the  plan  and  implementing 
it  as  quickly  as  possible. 

Implementation  Strategy:  The  secretary  should  issue  a 
directive  to  department  management  — deputies,  as- 
sociate deputies  and  bureau  chiefs  — to  proceed  im- 
mediately with  the  completion  of  an  environmental  mas- 
ter plan.  Compliance  should  be  monitored  by  the  Office 
of  the  Secretary. 

275.  Reduce  the  duplication  of  activities  which  now 
exists  among  federal,  state  and  county  en- 
vironmental agencies. 

In  recent  years,  there  has  been  a proliferation  of  federal, 
state  and  county  agencies  which  set  standards,  monitor 
conformance  and  enforce  laws  and  ordinances  covering 
air,  water,  natural  resources  and  solid  wastes.  The  result 
has  been  an  increasingly  complex  and  costly  duplication 
of  surveillance  and  enforcement  functions.  In  addition  to 
the  massive  work  load  such  duplication  produces,  con- 
tradictory instructions  may  be  issued,  resulting  in  wasted 
time  and  resources.  The  entire  system  is  confusing  and 
expensive,  particularly  in  view  of  the  limited  number  of 
qualified  experts  available  to  the  industrial  concerns 
being  monitored. 

Proposed  Approach:  A report  should  be  developed  — by 
county  and  by  category  — of  the  inspections  made  of  the 
same  sites  by  the  various  agencies  at  all  government 
levels.  Based  on  these  data,  a determination  should  be 
made  as  to  which  agency  would  be  best  qualified  to 
assume  enforcement  responsibility  for  a particular  en- 
vironmental category.  Agreement  should  be  secured  that 
the  other  agencies  would  withdraw  their  inspection  activ- 
ities and  utilize  the  information  provided  by  the  govern- 
ing unit.  For  example,  it  might  be  decided  that  the  county 
is  the  most  logical  source  for  control  of  air  quality  stan- 
dards. It  would  assume  responsibility  and  keep  the  state 
and  federal  agencies  informed  of  its  activities.  Implemen- 


tation  would  result  in  an  overall  improvement  in  such 
inspection  activities  and  would  eliminate  the  waste 
which  is  inherent  in  the  present  arrangement. 

Implementation  Strategy:  The  secretary  of  the  Depart- 
ment of  Environmental  Resources  should  take  the  lead  in 
designing  and  implementing  this  proposal.  Assistance 
could  be  obtained  from  the  Office  of  State  Planning  and 
Development. 

276.  Abolish  the  Office  of  Deep  Mine  Safety. 

Coal  is  mined  in  Pennsylvania  using  both  deep  mine  and 
strip  mining  methods.  The  Office  of  Deep  Mine  Safety  is 
responsible  for  safety  and  safety-related  activities  in  an- 
thracite and  bituminous  deep  coal  mines.  EHowever,  this 
function  is  handled  by  the  associate  deputy,  Mines  and 
Land  Protection,  for  strip  mines.  There  appears  to  be  no 
reason  for  such  administrative  fragmentation. 

Proposed  Approach:  The  administrative  and  support  per- 
sonnel in  the  Office  of  Deep  Mine  Safety  should  be  termi- 
nated. The  work  performed  by  the  office  should  be  dele- 
gated to  the  Bureau  of  Surface  Mine  Reclamation  under 
the  associate  deputy,  Mines  and  Land  Protection.  There 
would  be  no  necessity  to  increase  staff  to  handle  the 
additional  work.  Lield  personnel  should  be  retained  at 
their  present  bases  of  operation.  Implementation  would 
provide  an  annual  saving  of  $256,000. 

Implementation  Strategy:  The  department  secretary 
should  authorize  the  necessary  organizational  changes. 

277.  Establish  a Bureau  of  State  Mineral  Manage- 
ment in  the  department. 

Pennsylvania  does  not  have  a comprehensive  mineral 
resource  plan  for  the  development,  sale,  lease  or  control 
of  state-owned  mineral  rights.  The  small  amount  of  min- 
eral resource  development  done  on  its  land  is  fragmented 
and  lacks  centralized  direction.  The  extent  of  the  state's 
mineral  rights  are  not  adequately  documented  and,  in 
some  cases,  not  even  known.  Properly  developed,  these 
assets  could  return  millions  of  dollars  to  Pennsylvania. 

Proposed  Approach:  To  effectively  develop  and  manage 
all  state-owned  mineral  rights,  a Bureau  of  State  Mineral 
Resources  Management  should  be  established  within  the 
Department  of  Environmental  Resources.  It  would  work 
directly  with  the  agencies  and  departments  which  control 
state-owned  real  estate  to  identify  all  state  mineral  rights. 
The  computerized  land  and  lease  program  of  the  Bureau 
of  Space  and  Lacilities  in  the  Department  of  Property  and 
Supplies  could  then  be  updated  to  incorporate  these  data. 

Long-range  plans  which  are  compatible  with  state  goals 
and  objectives  should  be  developed  in  regard  to  these 
resources.  To  develop  these  assets  and  use  the  income  for 


current  expenses  would  be  a disservice  to  future  genera- 
tions. Money  derived  from  the  state's  mineral  resources 
should  be  used  only  for  capital  projects  or  the  retirement 
of  bond  issues,  where  appropriate.  Wise  use  of  these 
funds  would  reduce  the  state's  need  to  borrow  money, 
improve  its  credit  rating  and  lower  current  interest  rates  as 
well  as  requirements  for  cash  to  service  the  existing  debt 
load.  In  addition  to  providing  sound  fiscal  policies  in 
relation  to  mineral  rights,  adequate  protection  must  be 
extended  to  the  environment  to  provide  restoration  of  the 
lands  under  development. 

It  is  estimated  that  state  mineral  rights  could  produce  at 
least  $250-million  in  added  income.  If  accomplished 
over  a'  period  of  20  years,  the  annual  income  would 
amount  to  $ 1 2.5-million. 

Implementation  Strategy:  The  Governor  and  the  secre- 
tary, Department  of  Environmental  Resources,  should  es- 
tablish a policy  in  regard  to  development  of  mineral 
resources.  The  proposed  bureau  should  be  organized 
from  existing  department  personnel  and  should  begin 
identifying  the  state's  mineral  assets.  Working  with  the 
agencies  involved,  the  bureau  should  develop  plans  to 
lease  or  sell  appropriate  mineral  rights.  Leasing  contracts 
should  provide  for  increases  in  the  royalty  rates  based  on 
market  prices. 

278.  Implement  a manpower  loading  and  schedul- 
ing system  to  improve  coordination  of  applica- 
tions for  permits  and  increase  the  effectiveness 
of  technical  personnel. 

Requests  for  permits  and  department  approvals  are  re- 
ceived by  applicable  program  units  within  each  region. 
Those  requiring  action  by  more  than  one  unit  — water, 
air,  solid  waste  and  so  on  — must  be  transmitted  to  the 
other  areas  by  the  regional  coordinator.  This  person  is 
responsible  for  coordinating  the  transmittal  of  all  permits 
with  multi-program  requirements.  Efowever,  coor- 
dinators are  not  using  effective  manpower  management 
techniques  to  coordinate  scheduling  of  required  tasks 
within  a practical  time  frame,  monitor  progress  and  elim- 
inate inefficiencies  due  to  uneven  work  loads. 

Proposed  Approach:  To  increase  overall  effectiveness,  all 
applications  for  permits  or  department  approvals  should 
be  processed  through  the  regional  coordinator,  whether 
single  or  multi-program  in  nature.  This  approach  would 
permit  optimum  task  assignments,  progress  monitoring 
and  efficient  scheduling.  Until  computer-assisted 
techniques  become  available,  coordinators  should  be 
able  to  use  manual  Gantt  Chart  methods.  Under  this 
approach,  the  program  administrators  would  develop 
chart  formats  to  permit  loading  and  scheduling  of  work 
for  individual  employees.  The  charts  would  also  assist 
him  in  planning  and  controlling  his  own  group's  program 
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responsibilities.  Such  manpower  loading  and  scheduling 
techniques  could  also  be  implemented  throughout  the 
department  to  improve  overall  staff  utilization.  Approxi- 
mately $1 2.5-million  of  the  annual  budget  is  expended 
for  technical  and  professional  employees'  salaries.  A 1 0% 
improvement  in  efficiency  due  to  improved  planning  and 
minimizing  peak  or  slack  work  periods  would  provide  an 
annual  saving  of  $1 .25-million.  The  benefit  would  be 
achieved  by  reducing  the  current  staff  by  approximately 
85  positions. 

Implementation  Strategy:  Authorization  should  be  pro- 
vided by  the  department's  secretary.  The  Division  of 
Management  Services  would  be  responsible  for  develop- 
ing appropriate  charts  and  techniques  and  conducting  a 
detailed  review  of  application  processing  procedures 
through  the  various  program  units.  It  would  also  formu- 
late the  procedures  required  for  project  planning,  coordi- 
nation and  control  and  conduct  necessary  training  activi- 
ties. Implementation  should  be  complete  within  three 
months. 

279.  Install  a uniform  application  processing  system 
throughout  the  department. 

The  department  currently  issues  82  different  licenses, 
permits,  registrations,  certificates  and  the  like.  There  is  no 
standard  procedure  for  processing  these  documents.  In 
many  cases,  a citizen  coming  under  the  department's 
jurisdiction  may  have  to  apply  to  several  bureaus,  each 
with  specific  inspection  requirements.  The  average  time 
to  process  an  individual  document  may  range  from  five  to 
nine  weeks. 

Proposed  Approach:  A study  was  completed  in  1973 
proposing  that  a single  application  documents  be  used  by 
the  various  department  bureaus,  augmented  where 
necessary  with  additional  technical  information.  Im- 
plementation would  significantly  improve  department 
services,  streamline  paperwork  activities  and  improve  the 
exchange  of  information  between  bureaus. 

The  anticipated  annual  saving  to  be  achieved  would 
amount  to  $1 .61-million,  including  a staff  reduction  of 
141  positions  within  the  department.  Since  the  approach 
outlined  in  the  report  was  well-conceived  and  properly 
documented,  immediate  steps  should  be  taken  to  install 
as  much  of  the  proposed  system  as  practical.  The  annual 
saving,  assuming  50%  implementation,  would  be  ap- 
proximately $800,000. 

Implementation  Strategy:  The  secretary  should  issue  a 
directive  to  the  deputy  secretary,  Administration,  au- 
thorizing immediate  implementation  of  "A  Design  of 
Uniform  Application  System  for  the  Department  of  En- 
vironmental Resources,''  published  by  the  Office  of  Ad- 
ministration, Bureau  of  Systems  Management,  June  1 973. 


280.  Accelerate  the  timber  management  program. 

The  state  owns  more  than  2-million  acres  of  timberland. 
In  addition  to  serving  environmental  and  recreational 
purposes,  these  state  forests  provide  a substantial  source 
of  income  from  the  sale  of  timber.  The  annual  revenue 
produced  by  the  timber  management  program  is  approx- 
imately $ 1 -m  i 1 1 ion . 

Proposed  Approach:  The  Division  of  State  Forest  Man- 
agement has  completed  an  economic  evaluation  of  vari- 
ous timber  management  practices.  The  study  proposes  a 
cultural  treatment  of  20,000  acres  annually  at  a cost  of 
$500,000  per  year. 

Activities  would  include  a thinning  of  hardwoods,  clean- 
ing of  seedlings  and  saplings  and  planting  of  bare  land. 
The  income  to  be  realized  is  estimated  at  $550,000  per 
year  for  a net  increase  of  $50,000.  Implementation  would 
have  additional  advantages  as  follows: 

• Improve  net  worth  of  existing  forests. 

• Produce  a sustained  lumber  supply  to  stabilize  wood 
usage  industries. 

• Develop  and  preserve  recreational  areas  while  im- 
proving wildlife  food  supplies  and  cover. 

• Increase  watershed  protection  to  provide  maximum 
water  yields. 

Implementation  Strategy:  The  secretary  should  authorize 
implementation  of  the  project  in  the  spring  of  1 976.  Im- 
mediate action  should  be  taken  to  request  federal  funding 
through  the  Comprehensive  Employment  Training  Act 
(CETA)  program  based  on  the  additional  employment  this 
project  will  provide.  If  a federal  grant  is  not  obtained,  an 
application  for  funding  should  be  included  in  the  annual 
budget  request. 

281.  Increase  license  fees  for  well  drillers. 

There  are  560  licensed  water  well  drillers  in  the  state.  The 
annual  license  fee  is  $3  plus  $5  per  drilling  rig.  The  cost  of 
printing,  mailing  and  keeping  records  on  the  licenses 
exceeds  the  $3  revenue.  The  present  deficit  directly  at- 
tributable for  operating  costs  related  to  well  drillers  is 
approximately  $8,000  per  year. 

Proposed  Approach:  The  license  fee  should  be  raised  to 
$10  per  year  plus  $10  per  rig.  Implementation  would 
provide  additional  income  of  $8,600  to  cover  current 
operating  expenses. 

Implementation  Strategy:  Legislation  should  be  intro- 
duced by  the  department's  secretary  to  authorize  the  new 
fee  schedule  effective  January  1,  1977.  A provision 
should  be  included  to  permit  the  department  to  make 
future  fee  adjustments. 


282.  Develop  a plan  to  upgrade  obsolete  heavy  con- 
struction equipment. 

The  Bureau  of  Forestry  maintains  192  pieces  of 
nonautomotive  heavy  construction  equipment.  Of  this 
number,  75  need  to  be  replaced  because  their  continued 
use  is  reportedly  unsafe,  costly  and  inefficient.  However, 
adequate  economic  justification  is  lacking  because  no 
records  are  available  on  repair  costs  or  downtime. 

Proposed  Approach:  The  bureau  should  develop  equip- 
ment history  cards  to  show  all  maintenance  performed 
including  costs,  downtime  and  associated  operating  costs 
as  well  as  difficulties  in  acquiring  needed  parts.  With  this 
kind  of  support,  certain  individual  equipment  replace- 
ments can  be  justified  and  included  in  the  annual 
budgets.  Based  on  the  data  obtained,  the  bureau  should 
develop  a five-year  plan  to  replace  those  equipment  units 
which  are  excessively  costly,  unsafe  or  inefficient  and  for 
which  economic  justification  can  be  established. 

Implementation  Strategy:  The  bureau  chief  should  direct 
the  various  district  supervisors  to  begin  keeping  equip- 
ment history  cards.  Uniform  equipment  records  should 
be  designed  by  the  Bureau  of  Systems  Management.  A 
five-year  replacement  plan  should  be  developed  for  pres- 
entation to  the  department  secretary  by  the  deputy  secre- 
tary, Resources  Management. 

283.  Cancel  current  plans  to  install  a "front-end" 
processor  in  the  Department  of  Environmental 
Resources. 

The  department  plans  to  purchase  a medium-size  compu- 
ter to  control  telecommunications  between  various  EDP 
facilities  and  terminals  in  its  central  and  regional  offices.  It 
would  also  act  as  the  data  base  control  for  computerized 
department  files  and  would  perform  certain  local  process- 
ing activities.  Although  front-end  processors  are  often  a 
cost-effective  approach  to  telecommunications  control, 
alternate  means  available  to  the  department  have  not 
been  fully  considered.  Other  methods  might  be  more 
economical,  particularly  in  view  of  the  size  and  complex- 
ity of  the  configuration  proposed  by  the  department. 

Proposed  Approach:  Since  many  of  the  department's 
programs  are  already  located  at  CMIC,  it  would  appear 
that  all  interrelated  data  base  activities  could  be  transfer- 
red to  that  facility.  The  cost  of  conversion  would  be 
minimal  and  information  stored  in  remote  locations 
could  be  obtained  as  needed  in  an  off-line  mode.  Im- 
plementation would  meet  the  department's  needs  and 
would  provide  an  annual  cost  avoidance  of  $88,500 
compared  to  costs  for  the  proposed  front-end  processor. 

Implementation  Strategy:  The  Department  of  Environ- 
mental Resources  and  the  Bureau  of  Management  Ser- 
vices should  develop  an  effective  implementation  plan 


and  time  schedule  to  provide  computer  support  which 
will  supply  the  department  with  required  management 
information  systems.  The  CMIC  facility  should  be  able  to 
provide  all  necessary  hardware  and  software  capabilities. 
The  initial  plan  should  require  four  months  and  should  be 
updated  every  six  months. 

284.  Utilize  CMIC  facilities  to  analyze  data  from  the 
Department  of  Environmental  Resources. 

The  department  is  planning  to  lease  computer  systems  to 
collect  and  process  data  in  its  air  and  water  quality 
laboratories.  Savings  can  be  achieved  by  performing  only 
information  collection  and  minimal  processing  in  the 
laboratories.  CMIC  facilities  could  supply  the  detailed 
analysis  work  and  report  generation.  Historical  data  col- 
lected by  the  Bureau  of  Air  Quality  and  Noise  Control 
could  also  be  processed  by  CMIC. 

Proposed  Approach:  Plans  for  the  laboratory  computers 
should  be  modified  so  that  only  data  collection  and  min- 
imal processing  will  be  performed.  Tapes  can  be  sent  to 
CMIC  for  analysis  and  report  generation.  Using  this  ap- 
proach would  provide  an  annual  cost  avoidance  of 
$70,000  based  on  projected  expenditures. 

Implementation  Strategy:  The  secretary,  Department  of 
Environmental  Resources,  should  request  a new  equip- 
ment proposal  in  line  with  the  suggested  curtailment  of 
laboratory  EDP  functions.  The  department  should  work 
with  the  Bureau  of  Management  Services  to  develop  ap- 
propriate specifications.  Procedures  should  be  estab- 
lished to  provide  required  processing  by  CMIC. 


DEPARTMENT  OF 
AGRICULTURE 

This  department  is  empowered  to  control  animal  and 
plant  diseases  as  well  as  insect  pests;  safeguard  the  public 
against  impure  and  misrepresented  foods,  feeds,  fertiliz- 
ers and  pesticides;  and  ensure  licensing  and  control  of 
dogs.  It  is  administered  by  a secretary,  appointed  by  the 
Governor. 

The  various  bureaus  and  divisions  are  underthe  direction 
of  two  deputy  secretaries.  The  Public  Information  Office 
and  the  Legislative  and  Program  Liaison  Office  report 
directly  to  the  secretary.  The  deputy  responsible  for  pro- 
grams controls  eight  bureaus:  Administrative  Services, 
Foods  and  Chemistry,  Animal  Industry,  Markets,  Plant 
Industry,  Standard  Weights  and  Measures,  Dog  Law  and 
Farm  Show.  The  Office  of  State-Federal  Crop  Reporting  is 
also  under  his  direction.  The  second  deputy  is  responsible 
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for  regional  operations.  In  addition  to  seven  regional 
offices,  two  bureaus  — Rural  Affairs  and  Planning  Re- 
search — report  to  this  position. 

The  department  has  an  approved  complement  of  636 
employees  . Expenditures  for  fiscal  1974  were  approxi- 
mately $1 2.4-million  with  an  additional  $1. 5-million 
provided  in  federal  funds. 

RECOMMENDATIONS 

285.  Abolish  the  Milk  Marketing  Board. 

The  original  purpose  of  the  board  was  to  provide  a means 
of  ensuring  fair  prices  to  milk  producers.  However,  90% 
of  Pennsylvania's  dairy  farmers  now  receive  prices  regu- 
lated by  federal  milk  marketing  orders.  This  regulation 
will  be  extended  to  all  state  milk  producers  shortly.  Other 
board  responsibilities  such  as  bonding,  licensing,  en- 
forcement and  quality  audits  could  be  carried  out  more 
effectively  by  the  Department  of  Agriculture. 

Proposed  Approach:  As  this  board  has  outlived  its  useful- 
ness, it  should  be  abolished.  Eliminating  the  board's 
minimum  pricing  function  and  reassigning  its  other  activi- 
ties to  the  Department  of  Agriculture  would  provide  an 
annual  saving  of  $300,000  in  operating  expenses. 

Implementation  Strategy:  The  Governor  should  introduce 
legislation  to  repeal  the  Milk  Marketing  Act,  eliminate 
pricing  activities  and  transfer  other  responsibilities  to  the 
Department  of  Agriculture.  This  should  be  accomplished 
by  fiscal  1 977  at  which  time  remaining  dairy  farmers  will 
be  covered  by  federal  milk  marketing  orders.  Should 
legislation  not  be  enacted,  routine  functions  should  still 
be  transferred  to  the  Department  of  Agriculture,  resulting 
in  net  savings  of  $50,000  per  year. 

286.  Take  action  to  make  the  State  Farm  Show  Com- 
plex self-supporting. 

The  complex  is  host  to  a number  of  shows  during  the  year 
and  most  are  funded  through  legislative  appropriations. 
The  complex  itself  is  essentially  sound,  although  not  as 
attractive  as  more  modern  facilities.  Some  effort  has  been 
made  to  make  this  operation  self-sustaining,  but  there  is 
normally  a deficit  of  at  least  $300,000  annually.  In  fiscal 
1 974,  $305,000  was  appropriated  from  the  general  fund 
for  the  complex.  At  present,  a three-year  rehabilitation 
program  is  underway  at  an  estimated  cost  of  $1 0-million. 

Proposed  Approach:  There  are  three  courses  of  action 
available  in  regard  to  this  operation: 

• Abandon  present  facilities  and  build  a new  center. 
Such  a plan  was  initiated  several  years  ago.  Sites 
were  selected,  designs  made  and  a scale  model  built. 
The  estimated  cost  of  $1 80-million  has  now  esca- 


lated to  $250-million.  Implementing  this  approach 
does  not  appear  feasible  or  desirable. 

• Close  the  complex.  This  option  suggests  that  the 
buildings  and  land  be  sold  and  the  shows  moved  to 
another  location.  If  the  cost  of  leasing  appropriate 
facilities  did  not  exceed  $300,000  annually,  the  state 
would  benefit  from  reduced  subsidization  plus  inter- 
est on  the  money  received  from  the  sale.  However, 
legislators,  department  personnel  and  members  of 
the  farming  community  do  not  feel  this  is  a viable 
solution.  Reasons  include:  historical  significance  of 
the  complex;  lack  of  other  appropriate  facilities;  dif- 
ficulty of  handling  livestock  in  other  locations;  and 
loss  of  income  to  local  people  serving  the  complex. 

• Rehabilitate  the  complex  as  planned.  Since  some 
work  is  already  underway,  this  would  appear  to  be 
the  most  desirable  approach.  However,  a sustained 
effort  would  have  to  be  undertaken  to  make  the  com- 
plex profitable  to  alleviate  the  current  problem.  It  is  of 
particular  importance  that  an  experienced  manager 
be  added  to  the  staff  to  provide  necessary  convention 
and  trade  show  development  expertise. 

Implementation  Strategy:  Efforts  to  increase  profitability 
should  be  undertaken  in  the  following  directions: 

• Employ  an  experienced  manager  of  convention  and 
trade  show  facilities  to  work  under  the  complex  di- 
rector. This  person  should  be  a proven  promoter  and 
a skilled  entrepreneur  able  to  handle  operations,  fis- 
cal management  and  project  scheduling.  A goal 
should  be  setto  make  the  operation  self-sustaining  no 
later  than  fiscal  1 978. 

• Mount  an  aggressive  program  to  promote  use  of  the 
complex. 

• Develop  new  uses  for  the  facilities  such  as  tours, 
farmers'  markets,  theatre  activities  and  the  like. 

• Involve  the  local  chamber  of  commerce,  the  state's 
Department  of  Commerce  and  appropriate  civic 
groups  in  this  effort. 

• Install  a monitored  system  to  collect  parking  lot  fees. 

• Raise  the  rates  for  nonstate  exhibitions  gradually  to 
keep  pace  with  the  rehabilitation  work. 

Successful  implementation  should  provide  a profit  for  the 
complex.  The  minimum  benefit  should  be  elimination  of 
the  annual  deficit  of  $300,000. 

287.  Recover  costs  of  certain  laboratory  tests  made 
for  department  clients. 

During  the  past  several  years,  there  has  been  increased 
interest  in  the  subject  of  charges  for  services  provided  by 


veterinary  diagnostic  laboratories.  In  1971,  the  American 
Association  of  Veterinary  Laboratory  Diagnosticians 
made  a study  of  fees  collected  in  thecountry.  Results  from 
45  states  showed  that  21  charged  for  such  services  and 
that  four  other  states  anticipated  implementing  some  type 
of  fee  structure.  The  primary  reason  was  to  alleviate  in- 
creased operating  expenses.  Traditionally,  laboratories 
within  the  state  have  provided  services  on  a nonfee  basis. 
This  was  to  ensure  that  these  facilities  could  fulfill  their 
primary  mission  of  assessing  and  monitoring  disease  pat- 
terns in  livestock  and  poultry  while  rendering  assistance 
to  these  industries  and  the  public  health. 

Over  the  past  few  years,  however,  soaring  costs  for 
equipment  and  supplies,  demands  for  more  sophisticated 
methods  and  the  need  for  highly  trained  personnel  have 
made  it  evident  that  the  present  system  needs  to  be 
reevaluated. 

Proposed  Approach:  It  appears  desirable  to  initiate  a 
nominal  fee  to  recover  some  costs  for  certain  types  of  tests 
performed  in  the  laboratories.  However,  rates  that  would 
encompass  the  total  expenditure  for  all  tests  could  dis- 
courage the  submission  of  specimens  vital  to  the  primary 
objective  of  this  service.  A line  must  be  drawn  between 
those  activities  performed  entirely  for  the  public  welfare 
and  those  directed  toward  increasing  the  profit  of  a pro- 
ducer. In  fiscal  1974,  approximately  $4.2  million  was 
spent  on  plant  and  animal  health.  With  a precedent  for 
establishing  a fee  structure  already  in  evidence  in  other 
states,  the  state  should  initiate  a study  to  determine  prac- 
tical methods  for  partial  recovery  of  current  laboratory 
expenses. 

Implementation  Strategy:  The  secretary  should  assign  a 
task  force  to  complete  a thorough  study  of  the  veterinary 
laboratories  and  develop  a viable  fee  structure.  Im- 
plementation should  not  take  more  than  six  months.  The 
plan  should  be  able  to  develop  increased  revenues  of 
approximately  $250,000  annually  without  proving  a 
hardship  to  the  farming  community.  Regardless  of  antici- 
pated revenue,  it  is  vital  that  some  distinction  be  made 
between  services  which  protect  the  population  at  large 
and  those  which  enhance  the  profitability  of  relatively 
small  groups. 

Implementation  should  help  retain  the  current  high  qual- 
ity of  laboratory  work,  defray  rising  costs  and  make  addi- 
tional funding  by  the  state  either  unnecessary  or  of  lesser 
magnitude. 

288.  Upgrade  EDP  equipment  to  handle  information 
now  stored  on  cards. 

The  Department  of  Agriculture  maintains  health  records 
on  more  than  1.9-million  head  of  cattle  at  present.  The 
information  is  stored  on  cards.  Another  2-million  cards 


are  on  file  to  respond  to  requests  for  specific  and  periodic 
reports  on  approximately  392  department  programs. 
Some  reports  require  that  the  cards  be  sorted  as  many  as 
1 5 times  to  develop  required  data.  This  system  is  cumber- 
some and  unresponsive  to  the  needs  of  the  department 
and  the  citizens  of  Pennsylvania.  Many  requests  for  in- 
formation have  to  be  denied  and  storage  of  the  cards  has 
become  a problem. 

Proposed  Approach:  The  department  should  convert  its 
data  processing  facilities  to  utilize  up-to-date  storage  and 
processing  techniques.  An  effort  should  be  made  to  ob- 
tain needed  capabilities  from  EDP  installations  already  in 
use  by  other  state  agencies.  Herd  data  could  be  converted 
and  stored  at  the  computer  installation  in  Middletown 
while  the  392  small  programs  could  be  transferred  to 
tapes  or  discs  and  retained  by  the  department.  Upgrading 
present  equipment  will  increase  the  existing  capability  by 
25%  and  permit  a staff  reduction  of  five  positions.  There 
will  be  a one-time  conversion  cost  of  $40,000  and  an 
anticipated  additional  annual  cost  of  $14,400.  The  an- 
nual savings  would  amount  to  $50,000  for  a net  benefit  of 
$35,600. 

Implementation  Strategy:  The  department's  Bureau  of 
Administration  should  be  responsible  for  contacting  ven- 
dors regarding  the  necessary  equipment  changes.  It 
should  also  work  with  personnel  at  the  Middletown  facil- 
ity in  regard  to  the  transfer  and  conversion  of  the  herd 
program.  File  cards  should  be  maintained  for  three 
months  after  equipment  is  installed  to  ensure  that  pro- 
grams are  fully  operational.  In  making  the  conversions, 
any  unnecessary  or  redundant  programs  should  be  cul- 
led. The  department  should  have  duplicates  of  all  tapes  or 
discs  to  guard  against  loss  by  erasure. 


PUBLIC  UTILITIES 

COMMISSION 

The  Public  Utilities  Commission  is  empowered  to  estab- 
lish and  maintain  reasonable  rates  and  adequate  service 
in  regard  to  public  utilities  operating  within  the  state.  It  is 
a regulatory  body  with  five  members,  appointed  by  the 
Governor  for  staggered  terms  of  1 0 years,  subject  to  Sen- 
ate confirmation.  The  commission  functions  through  five 
bureaus:  Secretary,  Rates  and  Research,  Transportation, 
Investigation,  Service  and  Enforcement  and  Law.  Total 
employment  is  400  and  the  operating  budget  for  fiscal 
1975  was  $7. 9-million.  Activities  and  policies  of  the 
commission  are  currently  being  studied  by  a Senate- 
select  committee  and  an  independent  management  con- 
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sultant . Results  of  these  reviews  are  not  yet  available,  but 
the  areas  addressed  by  these  projects  do  not  duplicate 
those  discussed  in  this  report. 

RECOMMENDATIONS 

289.  Permit  all  bureaus  to  report  directly  to  the  sec- 
retary of  the  Public  Utilities  Commission. 

Under  the  existing  organization  structure,  five  operating 
bureaus  report  to  the  chairman  and  the  commissioners  of 
the  Public  Utilities  Commission.  This  arrangement  hin- 
ders effective  interbureau  communications  and  may  re- 
sult in  conflicting  policies  and  practices. 

Proposed  Approach:  The  secretary  of  the  Public  Utilities 
Commission  should  be  designated  to  supervise  all  com- 
mission bureaus.  He  would  retain  his  supervisory  role  in 
relation  to  the  Secretarial  Bureau.  Under  this  structure, 
the  secretary  would  report  to  the  chairman  and  the  com- 
missioners. Implementation  would  provide  bureau  direc- 
tors with  centralized  authority  which  would  improve 
coordination  and  communication  between  individual 
units.  In  this  way,  an  effective  overall  operating 
philosophy  can  be  developed. 

Implementation  Strategy:  The  commissioners  should  take 
appropriate  action  to  implement  this  organizational 
realignment.  Meetings  should  be  conducted  by  the  secre- 
tary and  commissioners  to  explain  the  changes  to  the 
bureau  directors.  Implementation  should  be  accomplish- 
ed within  six  months  of  approval  by  the  commission. 

290.  Assess  contract  carriers  a pro  rata  share  of 
administrative  expenses  incurred  by  the  Public 
Utilities  Commission. 

The  commission  is  empowered  by  law  to  regulate  activi- 
ties of  both  common  and  contract  carriers  throughout 
Pennsylvania.  The  Bureau  of  Transportation,  in  particu- 
lar, assists,  monitors,  and  performs  services  for  common 
and  contract  carriers.  All  common  carriers  are  assessed 
for  administrative  expenses  of  the  commission.  However, 
a similar  charge  is  not  made  to  contract  carriers. 

Proposed  Approach:  Since  both  types  of  carriers  receive 
comparable  service,  they  should  share  the  administrative 
costs  on  an  equitable  basis.  Therefore,  contract  carriers 
should  be  assessed  a pro  rata  portion  of  the  operating 
expenses  incurred  by  the  commission.  A lack  of  financial 
data  makes  it  impossible  to  determine  specific  benefits. 
While  there  will  be  no  savings  to  the  state,  implementa- 
tion will  reduce  costs  for  customers  of  common  carriers 
since  commission  operating  expenses  will  be  appor- 
tioned over  a larger  base. 

Implementation  Strategy:  The  commission  should  draft 
and  submit  enabling  legislation  to  the  General  Assembly. 


jv. 

It  should  provide  for  the  submission  of  financial  data  from 
contract  carriers  and  the  assessment  of  a pro  rata  share  of 
commission  operating  expenses.  Implementation  should 
be  complete  within  one  legislative  year. 

291 . Increase  fees  charged  by  the  Bureaus  of  Trans- 
portation and  Rates  and  Research  for  the  ser- 
vices they  provide. 

The  Bureau  of  Transportation  processed  approximately 
700  motor  carrier  applications  of  various  types  during 
1974.  During  the  same  period,  the  Bureau  of  Rates  and 
Research  handled  some  150  applications  for  non- 
transportation utilities  regarding  mergers,  acquisitions, 
security  issuances  and  the  like.  The  fee  charged  by  the 
bureaus  for  these  transactions  is  $1 0,  a rate  established  by 
law  in  1 937.  The  average  cost  for  processing  the  applica- 
tions is  $500. 

Proposed  Approach:  The  commission  should  establish  a 
charge  for  processing  applications  which  will  be  suffi- 
cient to  recover  all  direct  costs.  This  will  require  a legisla- 
tive change.  However,  it  is  recommended  that  the  neces- 
sary amendment  permit  the  commission  to  set  rates 
within  established  guidelines  rather  than  specifying  an 
amount  in  the  governing  statute.  Taking  this  approach  will 
provide  the  commission  with  more  flexibility  in  establish- 
ing equitable  charges  for  the  various  services  rendered. 
Implementation  will  not  result  in  a savings  to  the  state 
since  expenses  in  excess  of  fee  incomes  are  assessed  to  all 
utilities  operating  within  the  state.  However,  this  will 
permit  the  commission  to  recover  service  expenses  from 
those  specific  groups  making  use  of  its  facilities.  This  will 
establish  a cost-benefit  relationship.  The  increased  fees 
should  also  reduce  nuisance  applications. 

Implementation  Strategy:  Legislation  should  be  intro- 
duced to  grant  the  commission  authority  to  establish  fee 
structures  based  on  the  average  cost  of  services  rendered. 

292.  Increase  fine  amounts  and  provide  for  cost  as- 
sessments by  amending  governing  statutes. 

Violations  of  Section  1311  of  the  Public  Utility  Law  carry 
a financial  penalty  of  not  less  than  $25  nor  more  than 
$300  plus  costs  for  a first  or  second  offense.  These  include 
operating  without  a certificate  of  public  convenience, 
hauling  commodities  not  authorized  by  such  certificates 
and  operating  outside  of  approved  geographical  areas. 
Subsequent  offenses  carry  a fine  of  $100  to  $500  plus 
costs.  During  1 974,  there  were  1 84  instances  of  carriers 
operating  without  a certificate  of  public  convenience  and 
1 64  violations  of  geographical  operating  territories.  This 
indicates  that  the  penalties,  which  have  not  been 
changed  since  1 937,  are  not  sufficient  to  act  as  deterrents. 

Sections  1301  and  1315  also  require  assessments  of 
penalties,  but  no  provision  is  made  to  reimburse  the 
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commission  for  costs  incurred  in  prosecuting  violators. 
Since  all  tines  are  transferred  to  the  general  fund,  the 
commission  does  not  receive  any  offsetting  compensa- 
tion for  expenses  incurred  in  assessing  these  penalties. 

Proposed  Approach:  To  discourage  continued  violations, 
Section  1311  should  be  amended  to  provide  a minimum 
penalty  of  $300  and  a maximum  set  at  the  retail  value  of 
the  cargo  or  $5,000,  whichever  is  higher.  If  necessary, 
provision  could  be  made  to  impound  the  vehicle  as  well. 
This  change  is  in  keeping  with  the  enforcement  and  pen- 
alty structure  of  comparable  state  statutes  governing 
cigarette  and  beverage  taxes. 


Sections  1301  and  1315  should  also  be  amended  to 
include  assessments  for  costs  incurred  in  prosecution 
activities  of  the  commission.  Implementation  should  act 
as  an  additional  deterrent  and  would  reduce  the  annual 
expense  assessments  made  by  the  commission.  Available 
data  are  not  sufficient  to  establish  a specific  amount  in  this 
regard. 

Implementation  Strategy:  The  required  amendments 
should  be  introduced  through  the  Senate-select  commit- 
tee now  reviewing  commission  operations.  Implementa- 
tion should  be  complete  within  the  period  of  one  legisla- 
tive year. 


SECTMOX  » 


Finsmrisi I Msuutgi'iiH'nt 


The  Governor's  Review  -1975 


FINANCIAL  MANAGEMENT 


Team  responsibilities  in  this  area  encompassed  opera- 
tions of  several  state  organizations.  These  included:  Of- 
fice of  Administration,  Bureau  of  Financial  Management, 
Office  of  the  Budget,  Department  of  Revenue,  State  Em- 
ployees Retirement  Board,  Public  School  Employees  Re- 
tirement Board,  Liquor  Control  Board  and  activities  of 
agency  comptrollers  or  fiscal  officers.  The  functions  re- 
viewed included  cash  flow,  banking  practices,  fund  trans- 
fers, accounting  and  reporting,  financial  planning,  in- 
vestments and  data  processing.  Elected  officials  such  as 
the  treasurer  and  auditor  general  were  beyond  the  scope 
of  the  review,  but  their  effect  on  overall  operations  was 
taken  into  consideration  in  developing  proposals. 

At  present,  the  state  operates  with  a loosely  woven  system 
of  financial  management.  The  fragmented  financial  struc- 
ture needs  to  be  consolidated  under  one  official  with 
authority  to  direct  overall  fiscal  activities.  The  Governor 
would  play  a key  role  in  setting  performance  criteria  for 
fiscal  management  activities.  Department  secretaries 
would  be  responsible  for  identifying  their  fiscal  require- 
ments and  establishing  tightly  controlled  budgets  with 
unit  cost  measurements  responsive  to  objectives,  produc- 
tivity and  impact.  Under  the  direction  of  a fiscal  man- 
agement official,  agency  comptrollers  could  then  exert 
more  effective  fiscal  control.  It  is  also  felt  that  a strong 
centralized  function  is  needed  in  the  Treasury  to  provide 
efficient  management  of  cash  operations. 

Both  the  payroll  and  personnel  systems  in  the  state  need 
to  be  upgraded  to  eliminate  excessive  manual  operations 
and  inefficient  procedures.  The  state's  pension  systems 
are  an  area  of  major  concern.  The  benefits  are  very  ex- 
pensive and  go  far  beyond  the  criteria  established  for 
most  private  systems.  Actuarial  standards  should  be  re- 
vised to  identify  unfunded  liabilities  on  a more  realistic 
basis.  The  deficit  is  now  estimated  at  more  than  $ 5-bill  ion 
and  could  be  considerably  understated.  Finally,  the  funds 
themselves  — some  $4. 3-billion  — represent  a formida- 
ble problem  in  investment  management.  Greater  man- 
agement expertise,  improved  use  of  available  techniques, 
performance  measurements  and  a broader  range  of  pro- 
fessional advice  are  all  methods  which  will  improve  the 
current  return  on  invested  dollars. 

In  regard  to  the  Liquor  Control  Board,  a proposal  to 
change  from  state  to  private  liquor  stores  was  studied  and 
discarded.  The  amount  of  profit  available  to  a private 
owner,  assuming  no  decrease  in  state  revenues,  does  not 
appear  to  be  sufficient  to  be  an  attractive  alternative. 
Instead,  proposals  were  developed  to  improve  the  overall 
efficiency  and  cost  effectiveness  of  present  outlets. 
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Electronic  data  processing  is  a major  functional  area 
which  affects  all  agencies.  The  state  spends  approxi- 
mately $50-million  annually  for  data  processing  and  it  is 
anticipated  that  government  requirements  will  increase 
substantially  in  the  future.  It  is  not  realistic  to  ignore  the 
benefits  of  centralized  planning  and  organization.  Both 
budget  considerations  and  economies  of  scale  demand 
that  computer  resources  be  consolidated  in  an  effective 
manner.  Planning  activities  must  be  improved  to  take 
advantage  of  new  computer  applications  which  can  in- 
crease the  efficient  use  of  personnel  and  equipment.  Cost 
justifications  must  be  developed  in  evaluating  hardware 
changes  to  meet  present  and  projected  needs.  These  re- 
quirements can  only  be  met  through  a concerted  effort  to 
define  and  implement  an  effective  program  of  overall 
data  processing  management. 

Statistics  show  that  Pennsylvania  compares  well  with 
other  states  in  regard  to  its  financial  management.  How- 
ever, the  real  problem  is  to  control  the  rapid  escalation  of 
the  per  capita  cost  of  government  and  the  steep  upward 
trend  in  employee  levels  and  costs. 


OFFICE  OF  ADMINISTRATION 


This  office  provides  staff  assistance  to  the  Governor  and 
expedites  operations  of  the  Executive  Branch.  It  is  headed 
by  a secretary  and  consists  of  six  bureaus:  Administrative 
Services,  Central  Management  Information  Center,  Fi- 
nancial Management,  Labor  Relations,  Management  Ser- 
vices and  Personnel.  Additional  responsibilities  encom- 
pass the  provision  of  staff  support  to  the  Executive  Board, 
coordination  of  a statewide  cost  reduction  program  and 
management  of  graphics,  printing  and  mail/messenger 
services.  The  fiscal  1975  budget  was  $1 0.2-million  in- 
cluding reimbursements  for  services  to  other  agencies. 
Total  employment  was  446. 

RECOMMENDATION 

293.  Reorganize  the  Office  of  Administration. 

The  Office  of  Administration  is  responsible  for  several 
distinct  management  functions:  administrative  services, 
centralized  data  processing  (CMIC),  financial  manage- 
ment, labor  relations,  management  services  and  person- 
nel activities.  The  most  significant  problem  in  relation  to 
this  office  is  its  lack  of  permanent  status.  Since  it  has  not 
been  established  by  legislation,  the  grouping  of  manage- 
ment functions  which  -comprise  the  current  Office  of 
Administration  exist  at  the  pleasure  of  the  Governor. 
Thus,  both  leadership  and  operational  activities  are  sub- 
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ject  to  change  between  administrations.  Another  diffi- 
culty is  the  failure  of  many  state  agencies  to  use  the 
expertise  and  coordinating  capabilities  of  the  office.  As  a 
result,  common  functions  such  as  accounting,  personnel 
and  data  processing  within  these  agencies  are  not  operat- 
ing at  maximum  efficiency.  Several  recommendations 
have  been  proposed  throughout  this  report  to  remedy 
specific  problems.  However,  to  provide  effective  control 
of  overall  activities  in  this  area,  the  organization  structure 
of  the  office  should  be  changed. 

Proposed  Approach:  The  responsibilities  of  the  bureaus 
in  the  present  organization,  shown  in  the  above  chart,  are 
as  follows: 

• Administrative  Services  provides  support  functions 
for  the  other  bureaus  in  the  office  and  to  units  in  the 
Governor's  Office. 

• Central  Management  Information  Center  supplies 
systems  analysis,  computer  programming  and  opera- 
tional support  needed  to  sustain  and  improve 
Pennsylvania's  EDP  information  processing  and  re- 
porting systems. 

• Financial  Management  was  created  as  a centralized 
accounting  office  for  all  agencies  under  the  Gover- 
nor's jurisdiction. 

• Labor  Relations  plans  and  directs  all  labor  relations 
activities  for  the  state  as  the  employer  under  the 
Public  Employee  Relations  Act  of  1970. 


• Management  Services  is  responsible  for  the  de- 
velopment and  implementation  of  statewide  pro- 
grams in  the  area  of  telecommunications,  data  pro- 
cessing, records  management  and  the  like. 

• Personnel  was  established  to  implement  a com- 
prehensive classification  and  training  program  for  all 
agencies  under  the  Governor's  jurisdiction. 

Theoverall  effectiveness  of  these  units  could  be  improved 
through  a reorganization.  Under  the  proposed  structure, 
the  secretary,  Office  of  Administration,  would  report  to 
the  state  manager  position  described  in  the  report  on  the 
Executive  Branch  organization.  A chart  showing  the  rec- 
ommended structure  for  the  Office  of  Administration  is 
depicted  directly  below.  Administrative  Services  would 
continue  to  function  as  itdoes  under  the  present  organiza- 
tion. Central  Management  Information  Center  would  be 
renamed  Data  Processing  and  would  be  responsible  for 
coordinating  and  directing  all  EDP  activities  in  the  state. 

Management  Services  would  be  retitled  Consulting  Ser- 
vices and  would  provide  consulting  expertise  to  all  agen- 
cies using  in-house  personnel.  It  would  also  review  the 
work  of  outside  consulting  firms  and  would  coordinate 
department-level  management  services.  The  current 
communications  unit  in  Management  Services  would  be 
expanded  and  named  Telecommunications  under  the 
new  organizational  structure.  It  would  be  responsible  for 
statewide  activities  in  the  telecommunications  area. 
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Activities  assigned  to  the  Bureau  of  Financial  Manage- 
ment in  the  present  organization  would  be  transferred  to 
the  proposed  secretary,  Budget  and  Financial  Manage- 
ment, under  the  state  manager.  The  Bureaus  of  Labor 
Relations  and  Personnel  would  be  assigned  to  the  pro- 
posed secretary,  Employee  Relations. 

Implementation  Strategy:  The  secretary,  Office  of  Admin- 
istration, should  implement  the  proposed  organization  in 
line  with  the  proposals  made  elsewhere  to  strengthen  the 
state's  financial  management,  employee  relations  and 
data  processing  activities. 


DEPARTMENT  OF  REVENUE 


The  Department  of  Revenue  administers  and  collects  all 
state  income,  sales  and  use  taxes.  It  also  runs  the  state 
lottery.  The  department  had  a $57-million  budget  for 
fiscal  1 975  and  more  than  3,600  employees  — a third  of 
whom  are  field  personnel  with  audit  and  enforcement 
duties.  Revenue  has  eight  operating  bureaus:  Sales  and 
Use  Tax,  Cigarette  and  Beverage  Taxes,  County  Collec- 
tions, Corporation  Taxes,  Personal  Income  Tax,  State  Lot- 
teries, Liquid  Fuels  Tax  and  Property  Tax  Assistance. 


These  are  supported  by  five  staff  bureaus:  Electronic  Data 
Processing,  Management  Services,  Fiscal  Management, 
Personnel  and  Research  and  Statistics. 

RECOMMENDATIONS 

294.  Reorganize  the  Department  of  Revenue  along 
functional  lines. 

As  illustrated  by  the  present  organization  chart  directly 
below,  the  department  has  eight  operating  and  five  ad- 
ministrative staff  bureaus.  Each  tax  bureau  operates  inde- 
pendently and  has  its  own  clerical,  accounting  and  field 
functions.  Seven  of  the  14  units  are  housed  in  separate 
buildings  so  they  must  also  maintain  office  and  manage- 
ment service  activities.  While  the  administrative  bureaus 
provide  support  functions,  physical  separations  require 
that  many  of  these  activities  also  be  duplicated.  The  de- 
partment's organizational  structure  has  several  weak- 
nesses. For  example: 

• Fluctuating  work  loads  make  it  difficult  to  maintain 
efficient  manning  levels.  For  example,  the  Personal 
Income  Tax  Bureau  must  hire  200  temporary  workers 
each  year  to  process  forms  during  the  filing  season. 
On  the  other  hand,  the  Property  Tax  Assistance 
Bureau  has  a considerable  lull  in  its  work  load  during 
the  last  four  months  of  every  year. 
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• Physical  separation  of  activities  results  in  duplicate 
office  service  functions.  There  are  some  30  security 
guards  and  77  messengers  in  the  department.  Ap- 
proximately two-thirds  of  this  staff  could  be  elimi- 
nated if  department  operations  were  consolidated 
into  one  building. 

• Procedures  and  programs  are  not  consistent.  Liens  for 
sales  and  use  taxes  are  computer-generated  although 
the  same  type  of  work  is  done  manually  for  personal 
income  taxes. 

Proposed  Approach:  Plans  are  underway  to  relocate  the 
department  to  a single  building  in  Harrisburg.  Activities 
should  be  realigned  prior  to  the  move  on  a functional 
basis.  The  proposed  organization  is  shown  in  the  chart 
directly  below.  Under  this  structure,  the  department 
would  still  have  two  deputy  secretaries  — one  for  Opera- 
tions and  one  for  Administration. 

Operations  would  encompass  two  major  activities  under 
a Collections  and  Refund  Office  and  a Compliance  Of- 
fice. The  first  would  receive  all  tax  returns,  deposit 
checks,  examine  documents  for  errors,  prepare  data  for 
computer  processing  and  file  returns.  Implementation  of 
a standardized  assembly  line  procedure  for  all  taxes  will 
permit  faster  processing,  reduced  staff  requirements  and 
improved  workflow  by  eliminating  peaks  and  lulls.  It  is 


estimated  that  the  clerical  staff  can  be  reduced  by  266 
positions  through  specialization  and  elimination  of  du- 
plicate personnel.  The  Compliance  Office  would  handle 
all  assessments,  settlements,  tax  audits,  field  investiga- 
tions, legal  and  tax  information  services. 

Implementation  of  this  concept  would  enable  the  de- 
partment to  establish  a complete  accounts  receivable 
record  for  each  taxpayer.  At  present,  such  information  is 
either  not  available  or  not  current.  This  impedes  collec- 
tion of  taxes  and  settlements  on  a timely  basis.  As  an 
example  of  the  progress  which  is  possible,  the  Bureau  of 
Sales  and  Use  Tax  has  made  an  effort  to  increase  its  audits 
and  collect  more  receivables.  Stricter  enforcement  has 
enabled  the  bureau  to  triple  collections  and  reduce  the 
costs  per  dollar  collected  by  one-third  over  the  past  four 
fiscal  years.  If  the  entire  department  could  improve  col- 
lections by  the  same  1 .8%,  revenues  would  rise  by  $80- 
million.  Realizing  the  collection  differences  in  types  of 
taxes,  another  $20-million  could  be  collected  by  increas- 
ing department  expenditures  for  enforcement  by  $ 1.8- 
mi  1 1 ion  annually  for  a net  income  of  $1 8.2-million.  This 
would  be  accomplished  by: 

• Establishing  current,  accurate  tax  receivable  files 
with  proper  aging  and  emphasis  on  high  potential 
returns. 
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• Utilizing  computerized  tiles  for  receivables. 

• Providing  adequate  controls  and  safeguards  for  re- 
ceivable files. 

• Adding  50  field  auditors  and  replacing  those  whose 
performance  is  not  satisfactory. 

• Increasing  efforts  to  col  lect  amounts  due  before  turn- 
ing receivables  over  to  the  Department  of  Justice. 

• Cross-checking  files  to  ensure  that  all  amounts  owed 
by  an  individual  taxpayer  are  paid  promptly. 

All  support  services  would  be  consolidated  under  Admin- 
istration. These  would  include  the  Bureaus  of  Manage- 
ment Services,  Office  Services,  Data  Processing  and  Lot- 
tery Promotion.  The  proposed  consolidation  of  depart- 
ment operations  would  permit  significant  savings  in  sup- 
port personnel.  The  cost  of  the  move  is  estimated  at 
$500,000.  However,  elimination  of  387  positions  com- 
bined with  anticipated  reductions  in  the  Operations  staff 
would  provide  an  annual  saving  of  $5. 6-million.  Princi- 
pal savings  would  occur  in  mail,  messenger,  warehous- 
ing, central  files  and  reproduction  activities.  They  would 
be  generated  by: 

• A purge  of  all  files  before  the  relocation. 

• Establishment  of  a single  central  mailroom. 

• Elimination  of  many  messenger  services. 

• Termination  of  certain  warehouse  activities.  For 
example,  personal  income  tax  forms  could  be  mailed 
out  by  the  printer  instead  of  the  department. 

• Reduction  the  of  department's  security  forces  from 
30  to  10  employees. 

Increased  interest  income  of  $1. 2-million  annually  will 
be  realized  by  a one-day  improvement  in  tax  revenue 
deposits. 

Implementation  Strategy:  The  Governor  should  authorize 
the  change  in  department  structure  and  enabling  legisla- 
tion should  be  provided  wherever  necessary.  The  de- 
partment secretary  should  appoint  a committee  to  im- 
plement required  changes  and  supervise  the  consolida- 
tion of  offices  in  Harrisburg.  It  is  expected  that  total  im- 
plementation will  require  three  years.  However,  the  func- 
tional realignment  should  be  75%  complete  before  the 
proposed  relocation. 

295.  Reorganize  and  improve  the  inheritance  tax 
collection  function. 

Inheritance  tax  collections  are  made  by  the  registrar  of 
wills,  an  independently  elected  county  official.  Parallel  to 
this  activity,  the  Department  of  Revenue  has  369  field 
personnel  in  65  county  offices.  These  employees  appraise 


estates,  examine  returns,  review  contents  of  safe  deposit 
boxes  and  the  like.  Observation  indicates  little  correla- 
tion between  staffing  levels  and  the  number  of  estates 
closed.  Expenses  vary  greatly  and  the  number  of  open 
estates  continues  to  rise.  In  the  two-year  period  between 
1972  and  1974,  net  collections  rose  by  1.5%,  but  ex- 
penses increased  by  47%. 

Proposed  Approach:  Several  steps  should  be  taken  to 
increase  the  effectiveness  of  the  inheritance  tax  collection 
function: 

• Field  personnel  should  be  assigned  to  county  offices 
based  on  the  number  of  delinquent  and  closed  es- 
tates to  equalize  work  loads. 

• The  field  offices  should  be  reduced  from  65  to  1 2 and 
169  employees  should  be  terminated  for  an  annual 
saving  of  $1 . 6-million. 

• Registrars  of  wills  should  not  be  used  as  the  state's 
collection  agents  and  all  inheritance  tax  personnel 
should  be  paid  from  the  general  fund.  Civil  service 
representation  should  be  increased  to  strengthen  pro- 
fessional backgrounds  and  reduce  patronage. 

• Three  full-time  employees  should  be  appointed  to 
specialize  in  closely  held  corporations. 

• Field  personnel  should  utilize  federal  settlements  as  a 
basis  for  assessing  amounts  due  the  state.  Considera- 
tion should  also  be  given  to  modeling  Pennsylvania's 
tax  laws  after  federal  inheritance  tax  provisions  to 
simplify  them. 

Implementation  Strategy:  The  Office  of  Administration 
has  conducted  a study  of  the  inheritance  tax  function.  On 
the  basis  of  proposals  made  here  as  well  as  study  findings, 
the  secretary,  Department  of  Revenue,  should  implement 
a reorganization  of  this  activity.  The  reduction  of  field 
offices  and  personnel  should  be  accomplished  within  one 
year. 

296.  Reduce  excess  staff  at  the  Property  Tax  Assis- 
tance Bureau. 

There  is  a lapse  of  four  months  between  the  mailing  of  one 
year's  refund  checks  and  the  filing  of  the  subsequent 
year's  property  tax  applications.  This  leaves  the  principal 
portion  of  the  bureau's  work  force  idle  for  a third  of  the 
work  year.  The  proposed  restructuring  of  the  Department 
of  Revenue,  discussed  elsewhere  in  this  report,  will  pro- 
vide a uniform  work  load,  but  excess  staff  should  be 
terminated  immediately. 

Proposed  Approach:  Based  on  current  work  levels,  the 
following  positions  are  not  needed  and  should  be 
abolished:  25  clerks  in  Operations  ; two  clerk-typists  in 
the  typing  pool;  an  administrative  assistant  reporting  to 
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the  assistant  director;  and  a clerk-typist  in  Claimant  Assis- 
tance. In  addition,  Office  Services  should  be  combined 
with  Personnel  to  eliminate  two  positions  in  Personnel 
and  the  proposed  part-time  summer  staff  should  be  re- 
duced from  10  persons  to  two.  Finally,  certain  jobs  should 
be  reclassified  to  better  reflect  the  work  being  performed. 
Reclassification  should  encompass  three  positions  in 
Data  Entry,  two  in  Pro  Rata  and  one  in  Batching.  Im- 
plementation will  provide  a total  annual  saving  of 
$337,000  in  salaries  and  benefits. 

Implementation  Strategy:  The  secretary,  Department  of 
Revenue,  should  authorize  the  bureau's  director  to  effect 
these  changes  as  quickly  as  possible. 

297.  Establish  an  independent  audit  function  to 
monitor  the  Bureau  of  State  Lotteries. 

The  bureau,  in  running  lotteries,  must  control  a vast 
amount  of  paperwork.  Several  games  are  run  simultane- 
ously and  each  can  have  up  to  4-million  tickets.  Each 
ticket  must  be  accounted  for  from  the  time  it  is  printed 
until  one  year  after  the  lottery  is  completed.  Ticket  valida- 
tion accounting  is  supposed  to  be  accomplished  within 
20  days,  but  delays  of  up  to  80  days  have  occurred.  New 
lotteries  which  provide  for  instant  payments  to  winners 
will  increase  the  control  problems. 

Proposed  Approach:  To  alleviate  this  problem,  it  would 
be  desirable  to  establish  an  independent  audit  control  for 
bureau  operations.  Functions  would  include: 

• Monitoring  the  bureau's  computerized  control  sys- 
tems to  ensure  that  they  are  properly  designed  and 
maintained. 

• Providing  an  independent  review  of  the  accounting 
systems,  especially  those  for  ticket  validation. 

• Checking  on  physical  custody  of  lottery  tickets  and 
cash. 

Implementation  would  require  two  auditors  at  an  annual 
cost  of  $30,000. 

Implementation  Strategy:  The  Governor  should  request 
that  the  auditor  general  assign  two  people  to  the  Bureau  of 
State  Lotteries.  They  would  continue  to  report  to  the 
auditor  general,  but  would  provide  written  reports  to  the 
State  Lottery  Commission  and  the  Department  of  Reve- 
nue. When  the  department  completes  its  proposed  func- 
tional reorganization,  it  could  readily  assume  theauditing 
activity. 

298.  Eliminate  the  department's  personnel  informa- 
tion system. 

When  the  state  installed  its  Personnel  Resource  Manage- 
ment Information  System  (PREMIS),  Revenue  kept  its  in- 
house  personnel  setup  intact,  complaining  that  PREMIS 


was  slow  and  carried  inadequate  information.  The  result- 
ing duplication  is  costly  and  inefficient.  Revenue's  EDP 
bureau  needlessly  expends  about  $6,000  a year  of  com- 
puter time  to  run  a separate  personnel  system  — one 
which  cannot  handle  temporary  employees,  while  PRE- 
MIS can.  Data  must  be  entered  differently  for  the  two 
setups  and  output  must  be  reconciled. 

Proposed  Approach:  Revenue  should  abandon  its  in- 
house  personnel  system  and  use  PREMIS.  The  department 
should  investigate  whether  PREMIS  is  capable  of  carrying 
the  additional  information  desired.  Discarding  Revenue's 
duplicate  system  would  save  $18,000  yearly  in  the 
salaries  of  two  personnel  clerks  and  $6,000  of  computer 
time.  Ultimate  savings  could  be  even  greater  since  EDP  is 
considering  acquisition  of  a larger  computer. 

Implementation  Strategy:  The  department  secretary 
should  immediately  terminate  the  in-house  personnel 
system  and  confer  with  Office  of  Administration  represen- 
tatives to  see  if  PREMIS  could  carry  the  additional  infor- 
mation he  desires. 

299.  Match  information  on  wages,  interest  and  di- 
vidend payments  from  individual  federal  in- 
come tax  returns  with  Pennsylvania  returns. 

The  state  does  not  presently  match  information  on  wages, 
interest  and  dividends  as  shown  on  individual  federal 
returns  with  the  same  information  on  Pennsylvania  re- 
turns. As  a result,  it  does  not  have  access  to  a relatively 
simple  system  for  checking  its  collection  of  personal  in- 
come tax  revenues. 

It  is  argued  that,  due  to  the  differences  between  federal 
and  Pennsylvania  tax  structures,  a matching  program 
would  be  difficult  and  invalid.  This  viewpoint  overlooks 
the  point  that  a simple  match  on  common  items  of  gross 
income  — salaries,  wages,  interest  and  dividends  — pro- 
vides an  inexpensive  audit  tool  to  ensure  that  taxpayers 
are  reporting  all  taxable  income  to  the  state. 

Proposed  Approach:  Implement  a program  of  matching 
(by  social  security  number)  federal  and  Pennsylvania  tax 
information  using  a computer  which  would  compare  fed- 
eral data  on  magnetic  tape  with  the  Department  of  Reve- 
nue's information.  Certain  information,  such  as  salaries 
and  wages,  should  match  exactly.  Other  data,  such  as 
dividend  payments,  may  vary  since  the  federal  tax  system 
provides  for  an  exclusion. 

Any  discrepancies  between  gross  income  on  federal  and 
state  returns  could  be  audited  to  ensure  that  Pennsylvania 
was  collecting  all  the  taxes  it  is  entitled  to. 

Such  a procedure  would  provide: 

• A simple  test  to  see  if  all  taxpayers  are  filing  accurate 
returns. 


• An  accurate  basis  for  field  audits  of  taxpayers  with 
possible  tax  liabilities. 

• A means  of  providing  better  tax  reporting  as  public 
awareness  of  the  matching  procedure  grew. 

It  is  estimated  that  approximately  400,000  taxpayers  (or 
less  than  9%  of  the  total)  do  not  file  Pennsylvania  income 
tax  forms.  It  is  further  estimated  that  30%  of  these  nonfil- 
ers had  a $50  tax  liability.  If,  as  a result  of  this  program, 
Pennsylvania  can  collect  1 0%  of  the  $ 7 - m i 1 1 i o n liability, 
additional  annual  income  of  $700,000  will  be  generated. 

Implementation  Strategy:  The  Department  of  Revenue 
has  a computer  program  available  to  its  EDP  bureau 
which  is  capable  of  matching  federal  and  Pennsylvania 
tax  data.  A four-man  task  force  has  been  established  to 
determine  how  best  to  match  federal  and  state  tax  infor- 
mation. A pilot  test  has  been  made  with  some  success. 
The  department's  secretary  should  assign  highest  priority 
to  the  test  project  in  order  to  implement  tax  report  com- 
parisons promptly  and  collect  revenues  due  the  state. 
Investigations  of  discrepancies  should  be  made  by  the 
department's  field  audit  force. 


PENSION  PLANS 


The  Pennsylvania  Public  School  Employees'  Retirement 
System  is  administered  by  a board  of  nine  members  with 
the  secretary,  Department  of  Education,  as  chairman. 
Investment  advice  is  provided  by  two  banks,  an  actuary 
and  a financial  consultant  who  supervises  portfolio  man- 
agement. As  of  February  28,  1975,  the  retirement  fund 
was  earning  6.19%  on  investments  comprised  of  75.4% 
corporate  bonds,  15.9%  mortgages,  4.5%  common 
stocks  and  4.2%  short-term  investments.  The  board  meets 
monthly  to  administer  a fund  of  $2. 9-billion.  An  ap- 
pointed secretary  supervises  all  administrative  activities. 

The  State  Employees'  Retirement  Board  consists  of  seven 
members.  Six  are  appointed  by  the  Governor  and  one  by 
the  board  members,  but  all  must  be  confirmed  by  the 
Senate  and  the  state  treasurer.  Employee  contributions  to 
the  retirement  system  amounted  to  $86-million  with  state 
funding  of  $ 1 40-mi  I lion  in  fiscal  1974.  This  leaves  un- 
funded approximately  $2. 4-billion  which  will  be  re- 
quired as  future  liabilities  come  clue.  The  average 
monthly  annuity  for  fiscal  1974  amounted  to  $260.  The 
board  is  aided  in  its  fund  management  by  an  investment 
advisor,  mortgage  investment  supervisor,  an  actuary  and 
legal  as  well  as  medical  counsel.  A secretary  is  appointed 
by  the  board  to  supervise  administrative  activities. 
Operating  costs  for  fiscal  1 975  were  almost  $1 .3-million. 


RECOMMENDATIONS 

300.  Create  a permanent  Pennsylvania  Retirement 
Study  Commission. 

Projecting  the  present  pension  systems  as  well  as  the 
benefit  improvements  being  considered  by  the  General 
Assembly,  it  is  obvious  changes  must  be  made  to  meet 
unfunded  liabilities  and  reduce  overall  costs.  As  previ- 
ously discussed,  a major  problem  is  the  lack  of  formal 
procedures  for  identifying  the  financial  implications  of 
benefit  improvements.  Current  provisions  are  unneces- 
sarily generous  and,  in  some  instances,  result  in  excessive 
administrative  activity.  More  importantly,  the  systems  do 
not  take  into  consideration  the  effect  of  social  security 
payments  on  an  employee's  retirement  income.  It  is  vital 
that  the  state  examine  the  existing  plans  and  take  steps  to 
revise  them. 

Proposed  Approach:  A permanent  commission  should  be 
established  by  law  to  study  and  recommend  pension 
plans  for  all  state  and  municipal  employees.  This  body 
should  also  prescribe  the  funding  methods  required  to 
make  the  programs  actuarial ly  sound.  The  commission 
should  consist  of  seven  members,  appointed  by  the  Gov- 
ernor and  approved  by  the  Senate.  Four  of  the  candidates 
would  have  to  be  qualified  in  the  area  of  pension  plans 
and  none  of  these  members  should  be  a participant  in  a 
public  employee  pension  plan.  The  other  three  should  be 
chosen  to  represent  the  General  Assembly,  the  Executive 
Branch  and  public  employees.  Responsibilities  would 
include  continuing  study  in  the  areas  of  retirement  in- 
come, disability  and  death  benefits,  social  security  and 
overall  needs  of  public  employees.  The  commission 
would  make  legislative  recommendations  based  on 
sound,  long-range  planning.  Its  first  priority  would  be  to 
examine  and  recommend  changes  in  the  present  plans 
with  respect  to: 

• Benefits  and  eligibility  requirements. 

• Funding  and  financial  soundness  of  the  state's  pen- 
sion systems. 

• Implementation  of  the  programs  through  efficient 
administrative  practices  and  wise  investment 
policies. 

The  commission  should  receive  adequate  funding  from 
the  General  Assembly  to  permit  it  to  retain  adequate 
support  personnel,  actuarial  and  legal  services  and  other 
capabilities  such  as  data  processing  needed  to  carry  out 
these  responsibilities.  No  specific  costs  or  savings  can  be 
identified. 

Implementation  Strategy:  Legislative  action  is  needed  to 
establish  the  commission  and  provide  long-term  ap- 
pointments of  six  years  or  more.  The  Governor  in  cooper- 
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ation  with  a joint  legislative  committee  should  institute  an 
immediate  freeze  on  changes  to  the  retirement  systems 
pending  review  by  the  proposed  commission. 

301 . Change  board  selection  methods  from  elective 
to  appointive. 

At  present,  four  of  the  nine  members  of  the  Pennsylvania 
Public  School  Employees'  Retirement  Board  are  elected. 
Current  legislation  would  add  two  more  elective  mem- 
bers to  the  board.  The  cost  of  these  elections  is  approxi- 
mately $60,000  per  year.  Also,  the  majority  of  members 
are  recipients  of  public  school  pensions  while  none  re- 
present the  general  public. 

Proposed  Approach:  The  election  of  board  representa- 
tives by  the  200,000  members  of  the  Teachers  Pension 
System  should  be  eliminated  in  favor  of  appointed  posi- 
tions. Implementation  will  provide  an  annual  saving  in 
election  expenses  of  $60,000.  Further,  a more  equitable 
board  composition  should  be  prescribed  to  provide  sub- 
stantial public  representation. 

Implementation  Strategy:  The  Governor  should  sponsor 
legislation  to  change  the  board  selection  methods  and 
composition  to  provide  that  at  least  four  members  be 
appointed  who  are  not  school  or  state  employees. 

302.  Merge  the  state  and  school  employees'  retire- 
ment systems. 

These  systems  are  almost  identical  in  benefit  structures 
and  operating  procedures.  Keeping  them  separate  merely 
results  in  unnecessary  duplications  and  expense.  Many 
states  have  a single  retirement  program  to  cover  all  of 
their  employees. 

Proposed  Approach:  A single  retirement  system  should 
be  developed  to  cover  all  state  employees.  It  should  be 
designed  to  integrate  benefits  with  social  security  pay- 
ments, provide  a one-year  waiting  period  for  new  em- 
ployees and  do  away  with  employee  contributions.  Im- 
plementation would  make  it  possible  to  merge  and  re- 
duce the  administrative  staffs  of  the  two  retirement  sys- 
tems. No  specific  savings  are  claimed,  but  overall  effi- 
ciency should  be  increased. 

Implementation  Strategy:  The  Governor  should  issue  a 
directive  authorizing  a merger  of  the  systems  following 
legislative  action  on  the  proposed  revisions  to  the  funding 
and  actuarial  activities  of  the  plans. 

303.  Freeze  benefits  under  the  state  and  school  em- 
ployees' retirement  systems  pending  a study. 

Both  systems  suffer  from  poorly  planned  changes  in  bene- 
fits. There  is  no  formal  procedure  for  reviewing  proposals 
and,  often,  the  financial  implications  of  pending  changes 
are  not  properly  considered. 


Proposed  Approach:  An  immediate  freeze  should  be  in- 
stituted in  regard  to  both  systems  pending  an  impartial 
study  to  determine  if  proposed  changes  are  justified.  Im- 
plementation would  permit  a careful  assessment  of  the 
current  status  of  both  plans  and  provide  direction  for 
appropriate  future  development. 

Implementation  Strategy:  The  Governor  should  direct  an 
immediate  freeze  on  benefits  while  the  auditor  general 
prepares  an  up-to-date  report  on  current  financial  condi- 
tions. It  may  be  necessary  to  introduce  legislation  estab- 
lishing review  procedures. 

304.  Amend  the  state  and  school  retirement  systems 
so  that  employee  contributions  are  eliminated. 

At  present,  state  and  school  employees  are  required  to 
contribute  a portion  of  their  earnings  to  their  respective 
retirement  plans.  Although  they  are  under  the  impression 
that  these  contributions  account  for  roughly  half  of  the 
benefit  costs,  actuality,  they  cover  less  than  20%.  Another 
problem  is  the  administrative  burden  resulting  from  with- 
drawals of  employee  payments  upon  termination  of  ser- 
vice with  the  government. 

Proposed  Approach:  Making  both  plans  noncontributory 
would  offer  several  benefits.  First,  the  administrative  bur- 
den of  returning  employee  funds  would  be  eliminated. 
Second,  discontinuing  such  contributions  would  remove 
some  of  the  thrust  for  continual  benefit  improvements 
fostered  by  the  mistaken  idea  that  half  the  money  is 
provided  by  employees.  Finally,  the  resulting  salary  in- 
crease of  5%  or  more  would  be  extremely  welcome  to 
most  state  employees. 

Implementation  Strategy:  The  chairmen  of  the  retirement 
systems  should  assess  the  net  effect  of  employee  contribu- 
tions in  offsetting  the  cost  of  benefits.  This  would  require 
an  actuarial  statement  of  the  total  impact  on  funding  if 
such  revenues  were  eliminated  and  a study  of  the  time 
and  expense  involved  in  administering  contributions  and 
subsequent  withdrawals.  If  benefits  of  a noncontributory 
plan  are  sufficient  to  warrant  the  change,  appropriate 
legislation  should  be  provided. 

305.  Implement  a comprehensive  communications 
program  in  regard  to  employee  benefits. 

The  absence  of  an  effective  information  program  to  exp- 
lain the  retirement  systems  results  in  several  problems. 
For  example,  the  plans  now  offer  benefits  in  excess  of 
those  found  in  industry,  but  unions  continue  to  ask  for 
improvements.  Administrative  time  is  required  to  explain 
various  provisions  to  employees  because  of  the  lack  of 
written  descriptions. 

Proposed  Approach:  Participants  receive  an  annual 
statement  each  year  showing  the  amount  of  their  con- 


tributions.  This  information  should  be  expanded  to  in- 
clude details  on  death  benefits  and  projected  retirement 
benefits.  A series  of  booklets  should  be  prepared  by  each 
of  the  retirement  systems  to  explain  clearly  and  in  detail 
important  provisions  of  the  plans.  Other  forms  of  com- 
munication should  be  used,  as  appropriate,  to  advertise 
the  current  and  prospective  value  of  plan  benefits  to  the 
state's  employees.  The  implementation  costs  would  be 
minimal. 

Implementation  Strategy:  The  chairmen  of  the  two  sys- 
tems should  develop  and  implement  an  appropriate 
communications  program  over  a one-year  period.  As- 
sessments should  be  made  of  existing  capabilities  as  well 
as  practices  used  by  other  states  and  industrial  organiza- 
tions to  accomplish  similar  objectives.  Some  outside  ex- 
pertise may  be  necessary,  but  in-house  skills  should  be 
used  whenever  possible. 

306.  Improve  the  financial  condition  of  the  two  re- 
tirement systems. 

The  financial  condition  of  both  retirement  systems  has 
worsened  in  recent  years.  This  deterioration  is  due  to 
three  factors:  substantial  benefit  improvements  have  in- 
creased unfunded  actuarial  liabilities;  actuarial  assump- 
tions have  not  been  revised  to  reflect  existing  conditions; 
and  the  state  has  not  adhered  to  its  schedule  of  contribu- 
tions. Even  by  present  actuarial  standards,  liabilities  for 
these  programs  are  probably  in  excess  of  $5-bi  1 1 ion . 

Proposed  Approach:  The  financial  condition  of  both  pen- 
sion systems  can  be  significantly  improved  by  taking  the 
following  actions: 

• Qualified  actuaries  should  prepare  a financial  impact 
report  for  each  benefit  change  proposed  for  the  plans. 
This  will  provide  legislators  with  a realistic  assess- 
ment of  the  cost  of  such  improvements. 

• Actuarial  firms  which  conduct  the  valuations  of  the 
two  systems  should  be  permitted  to  revise  and  update 
their  assumptions,  particularly  those  which  have  a 
direct  bearing  on  estimating  the  true  cost  of  the  plans. 
It  is  especially  important  to  portray  unfunded 
liabilities  accurately. 

• The  state  should  adhere  to  a schedule  of  regular 
contributions  to  the  retirement  plans.  This  is  a basic 
requirement  for  establishing  financial  security  in  re- 
gard to  the  systems. 

Implementation  Strategy:  The  Governor  should  authorize 
a special  study  to  redefine  unfunded  liabilities  using  re- 
vised, realistic  actuarial  assumptions  and  methods.  Once 
the  extent  of  the  deficit  is  identified,  the  state  must  begin 
making  substantially  increased  contributions  to  both  of 
the  programs. 


307.  Review  benefit  formulas  of  both  retirement 
systems  to  include  social  security  payments. 

Because  social  security  payments  are  not  included  in  the 
benefit  computations  of  the  retirement  systems,  employ- 
ees may  retire  with  more  income  than  they  averaged 
during  their  three  years  of  highest  salary.  As  previously 
pointed  out,  this  is  not  the  intent  of  a retirement  program. 

Proposed  Approach:  State  retirement  benefits  should  be 
calculated  on  a basis  which  will  include  social  security 
payments.  If  existing  formulas  were  modified  to  take  into 
account  50%  of  an  employee's  primary  social  security 
benefit,  the  potential  savings  to  the  state  would  equal 
approximately  one-third  of  the  annuity  payments. 

Implementation  Strategy:  A program  of  educating  state 
employees  in  regard  to  social  security  benefits  should  be 
initiated  and  legislation  prepared  to  integrate  state  retire- 
ment and  social  security  benefits.  In  preparing  employees 
for  this  change,  emphasis  should  be  placed  on  the  neces- 
sity of  controlling  program  costs. 

308.  Establish  a maximum  total  retirement  income 
benefit  for  present  and  future  state  employees. 

Under  the  existing  retirement  systems,  many  employees 
will  receive  benefits  which  are  higher  than  their  current 
salaries  when  both  state  and  social  security  incomes  are 
considered.  This  is  not  the  intent  of  a retirement  program 
and  steps  should  be  taken  to  establish  a reasonable  in- 
come maximum. 

Proposed  Approach:  A general  review  and  revision  of 
both  the  state  and  school  retirement  plans  is  needed.  As 
an  interim  step,  however,  a maximum  income  amount 
should  be  established  for  present  and  future  employees. 

This  amount  should  be  equal  to  80%  of  the  employee's 
highest  three-year  average  pay  and  should  include  the  full 
primary  social  security  benefit.  Implementation  would 
provide  substantial  savings  to  the  state  while  still  offering 
benefits  which  equal  or  exceed  comparable  industry  and 
government  plans. 

Implementation  Strategy:  The  Governor  should  initiate 
and  prepare  appropriate  legislation  for  submission  to  the 
General  Assembly. 

309.  Require  new  employees  to  wait  one  year  before 
joining  the  retirement  programs. 

High  turnover  during  the  first  year  of  state  employment 
results  in  numerous  withdrawals  of  small  retirement  pro- 
gram contributions.  Withdrawals  average  in  excess  of 
5,000  per  month.  Although  the  impact  on  net  earnings  is 
insignificant,  the  administrative  work  load  is  a major  cost 
item  in  both  systems. 
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Proposed  Approach:  Requirements  of  the  systems  should 
be  revised  so  that  participation  does  not  commence  until 
new  personnel  have  completed  one  year  of  employment. 
Credit  could  be  given  for  this  service  at  a later  time. 
Implementation  of  this  suggestion  would  reduce  the  ad- 
ministrative work  load  and  associated  expense  by  a sub- 
stantial amount. 

Implementation  Strategy:  Appropriate  legislation  should 
be  prepared  by  the  systems'  chairmen  to  authorize  this 
change  in  the  programs. 


CASH  MANAGEMENT 


The  cash  management  function  affects  almost  every  op- 
eration in  state  government.  Collection  of  receipts  falls 
under  the  Governor's  jurisdiction  while  the  state  treasur- 
er, an  independently  elected  official,  is  responsible  for 
disbursements.  The  fiscal  1975  operating  and  capital 
budget  totaled  $7. 8-billion.  In  addition,  more  than  $4- 
billion  in  cash  transfers  are  made  each  year.  The  state  has 
more  than  3,000  bank  accounts  and  does  business  with 
most  of  the  1,400  banks  in  Pennsylvania. 

The  growth  of  state  operations,  the  size  of  receipts  and 
disbursements  and  the  increased  number  of  deposit  ac- 
counts requires  modern  cash  managementtechniques.  At 
present,  the  state  needs  improved  financial  expertise  to 
realize  optimum  returns  on  its  cash  resources. 

RECOMMENDATIONS 

310.  Establish  a cash  management  function  for  the 
state. 

At  present,  there  are  26  active  state  bank  accounts  used  to 
disburse  general  funds.  More  than  300  accounts  function 
as  time  deposits  with  fluctuating  interest  rates.  In  addi- 
tion, the  various  agencies  maintain  some  2,400  bank 
accounts  to  deposit  their  funds. 

Without  a comprehensive  analysis  of  the  state's  banking 
relationships,  there  is  no  way  to  ensure  that  proper  bal- 
ances are  kept  in  each  account,  based  on  the  services 
performed.  Thus,  it  is  probable  that  the  state  is  maintain- 
ing excess  balances  which  could  be  used  for  investment 
purposes. 

Proposed  Approach:  The  state  treasurer  should  analyze 
the  net  balances  in  each  account  as  well  as  the  type  and 
amount  of  activity  generated.  Based  on  these  data,  rea- 
sonable prices  should  be  established  for  various  bank 
services  and  optimum  cash  balances  negotiated  as  com- 
pensation. Also,  there  should  be  a cash  management 


function  established  to  monitor  all  receipt  and  disburse- 
ment systems  for  peak  efficiency.  With  an  annual  cash 
flow  of  more  than  $1  9-billion,  such  analyses  could  pro- 
duce a $50-million  increase  in  investable  funds.  At  6%, 
the  annual  added  income  would  be  $3-million.  In  addi- 
tion, certain  cash  operating  procedures  should  be  revised 
as  follows: 

• A sheet  transfer  mechanism  should  be  used  to  wire 
transfer  funds  to  the  25  disbursing  banks.  This  system 
requires  only  a dollar  amount  and  date.  Implementa- 
tion will  reduce  manual  processing. 

• A magnetic  tape  should  be  provided  to  disbursing 
banks  by  the  state  showing  check  numbers  and 
amounts.  This  would  permit  the  bank  to  provide  the 
state  with  a full  reconciliation  of  accounts. 

• Paper  checks  should  be  substituted  for  card  stock  to 
reduce  processing  expenditures. 

Implementation  of  these  changes  will  permit  a total  an- 
nual saving  of  $160,000  in  personnel  and  processing 
costs. 

Implementation  Strategy:  The  treasurer  should  appoint 
one  person  full-time  to  analyze  bank  account  activity  and 
optimum  balance  levels.  Another  person  should  be  given 
the  responsibility  of  monitoring  the  state's  cash  receipt 
and  disbursement  functions.  This  employee  would  also 
be  responsible  for  implementing  changes  in  department 
procedures  and  evaluating  overall  cash  management 
philosophies  for  further  improvement. 

311.  Increase  state  interest  rate  to  9%  and  raise  the 
penalties  for  late  payments  and  bad  checks. 

At  present,  only  6%  interest  is  paid  on  money  due  the 
state.  In  addition,  approximately  $4-million  in  bad 
checks  are  received  annually  for  various  payments.  The 
federal  government  recently  raised  its  interest  rate  to  9% 
because  6%,  in  the  current  money  market,  had  ceased  to 
be  a penalty. 

Proposed  Approach:  The  Fiscal  Code  should  be  amended 
to  provide  for  a 9%  interest  rate  on  late  payments  of  taxes 
and  fees  due  the  state.  Other  penalties  should  be  re- 
viewed and  increased  as  appropriate  to  encourage  com- 
pliance. In  addition,  penalty  rates  and  an  interest  rate  of 
1 2%  should  be  applied  to  worthless  checks  to  discourage 
this  practice.  Implementation  will  provide  an  additional 
annual  income  to  the  state  of  approximately  $1 . 5-million 
based  on  delinquency  data.  A 10%  reduction  in  the 
number  of  worthless  checks  processed  will  also  save 
$2,000  per  year  in  bank  charges. 

Implementation  Strategy:  The  Governor  should  introduce 
legislation  to  increase  the  interest  rate  to  9%  in  the  Fiscal 


Code.  Department  secretaries  should  be  requested  to 
review  interest  and  penalty  rates  as  well  as  worthless 
check  provisions  to  prepare  suitable  legislation. 

312.  Improve  cash  receipt  methods. 

Although  the  state  has  significantly  improved  its  handling 
of  cash  receipts,  some  problems  remain.  Areas  which 
need  improvement  include  early  cutoffs  for  check  pro- 
cessing, inefficient  procedures  during  peak  work  periods, 
postdating  cash  receipts  to  allow  for  processing  activities, 
unnecessary  channeling  of  cash  through  the  Department 
of  Revenue  and  slow  processing  of  cash  receipts  in  vari- 
ous agencies. 

Proposed  Approach:  Improvements  in  current  handling 
procedures  could  add  half  a day  to  collected  balances  of 
$5-bi  1 1 ion  annually.  At  6%  interest,  this  would  amount  to 
an  additional  annual  income  of  $400,000.  Procedural 
changes  should  include  the  following: 

• Establishing  processing  cutoff  times  for  checks  as  late 
in  the  day  as  possible.  This  will  permit  maximum 
capture  of  cash  receipts  without  the  necessity  of  hold- 
ing checks  over  for  a day. 

• Provide  temporary  staff  during  peak  periods  to  ensure 
prompt  processing  of  receipts,  making  frequent  cash 
deposits  and  clearing  transfer  accounts  as  rapidly  as 
possible. 

• Eliminate  the  practice  of  post  dating  cash  receipts  to 
ensure  immediate  deposit. 

• Require  all  agencies  to  send  revenues  directly  to  the 
state  treasurer.  The  Department  of  Revenue  can  per- 
form its  accounting  functions  after  deposits  have 
been  made.  Clearing  accounts  should  be  used  for 
deposits  which  require  coding  activities  to  eliminate 
delays.  Final  accountings  can  be  made  later. 

• Analyze  receipt  functions  of  the  various  state  agen- 
cies to  see  if  they  could  be  performed  more  efficiently 
in  the  Department  of  Revenue.  Where  this  is  not 
practical,  an  agency  system  should  be  implemented 
to  ensure  prompt  deposit  procedures. 

Implementation  Strategy:  The  Bureau  of  Financial  Man- 
agement should  implement  these  changes  in  cooperation 
with  various  agency  comptrollers.  Primary  responsibility 
would  rest  with  the  agencies.  A maximum  of  two  business 
days  should  be  established  for  processing  all  of  the  cash 
receipts. 

313.  Substitute  accounting  entries  for  checks  cover- 
ing payroll  withholdings. 

State  payrolls  are  run  on  a daily  basis  with  deductions  for 
each  department  handled  separately.  The  state  treasurer 


prepares  checks  based  on  these  deductions  for  deposit  in 
appropriate  funds.  The  same  procedure  is  used  to  restore 
payroll  withholdings  to  a department  whenever  an  em- 
ployee's check  is  docked  for  cause. 

Proposed  Approach:  Accounting  entries  should  be  used 
instead  of  checks  to  provide  appropriate  withholding 
transactions.  This  would  eliminate  the  need  for  separate 
funds  — social  security,  federal  withholding  and  the  like 
— and  refunds  to  departments  when  employee  checks 
are  docked.  Reductions  in  processing  activities  should 
provide  an  annual  saving  of  $50,000  in  personnel  and 
paperwork  costs. 

Monies  now  kept  in  separate  funds  could  be  combined 
for  investment  purposes.  The  current  check  system  keeps 
these  funds  unavailable  for  investment  for  a minimum  of 
three  days.  Freeing  them  would  provide  an  annual  in- 
creased income  of  $400,000,  based  on  a total  of  $840- 
million  for  fiscal  1 974. 

Implementation  Strategy:  Legislation  should  be  enacted 
to  abolish  separate  withholding  funds.  The  Bureau  of 
Financial  Management  would  be  responsible  for  de- 
veloping an  accounting  system  to  eliminate  the  use  of 
checks. 

314.  Automate  certain  procedures  in  the  Bureau  of 
Property  Tax  Assistance. 

This  bureau  processes  some  430,000  claims  annually  for 
property  tax  assistance.  The  majority  of  the  work  involves 
examining  claim  forms  and  notifying  claimants  of  errors 
or  missing  information.  Partial  automation  of  the  proce- 
dures would  reduce  processing  costs  by  a substantial 
amount. 

Proposed  Approach:  In  order  to  reduce  manual  process- 
ing, only  nonroutine  claims  with  errors  or  missing  infor- 
mation should  be  referred  to  the  typing  pool.  This  consti- 
tutes approximately  20%  of  the  bureau's  work  load.  The 
remainder  would  be  batched  and  keypunched  for  com- 
puter processing. 

Implementation  should  reduce  the  examination  load  by 
5%  through  eliminating  standard  arithmetic  checks  W'hile 
the  typing  volume  would  be  decreased  by  60%.  There 
would  be  a one-time  cost  of  $75,000  to  provide  necessary 
software  and  programming.  The  annual  saving  in  person- 
nel reduction  expenditures  is  estimated  at  approximately 
$132,000. 

Implementation  Strategy:  The  secretary,  Department  of 
Revenue,  should  authorize  the  Bureau  of  Property  Tax 
Assistance  and  the  Bureau  of  Data  Processing  to  develop 
and  implement  the  required  procedural  changes.  The 
claim  form  should  be  reviewed  by  an  outside  designer  to 
simplify  and  improve  it. 
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ACCOUNTING 
AND  REPORTING 

Accounting  and  reporting  functions  in  Pennsylvania  are 
shared  among  the  Office  of  the  Budget,  Officeof  Adminis- 
tration, state  treasurer  and  auditor  general.  The  objective 
is  to  provide  information  on  agency  and  state  resources  as 
well  as  the  efficiency  of  the  various  operations.  The  Office 
of  the  Budget  is  responsible  for  preparing  an  annual 
budget  for  agencies  within  the  Executive  Branch.  The 
Office  of  Administration,  acting  through  the  Bureau  of 
Financial  Management  and  the  Central  Management  In- 
formation Center,  serves  as  the  fiscal  officer  for  all  agen- 
cies under  the  Governor's  jurisdiction.  The  systems  and 
procedures  used  serve  to  facilitate  agency  accountability. 
This  is  done  through  the  exercise  of  appropriation  con- 
trols to  ensure  compliance  with  legislative  intent.  A 
framework  of  internal  controls  is  utilized  to  safeguard  an 
agency's  resources. 

RECOMMENDATIONS 

315.  Reorganize  all  fiscal  and  comptroller  activities 
under  the  Governor's  jurisdiction. 

The  fiscal  organization  of  the  state  is  splintered  and  suffers 
from  a lack  of  leadership,  overlapping  functions  and  inef- 
fective performance.  Responsibilities  are  divided  among 
the  various  agencies,  the  Office  of  the  Budget  and  the 
Office  of  Administration.  There  is  a definite  need  for 
uniform  accounting  and  reporting  procedures  in  the 
agencies  while  control  mechanisms  are  estimated  to  be 
only  50%  effective. 

Proposed  Approach:  The  state's  fiscal  and  comptroller 
activities  should  be  centralized  under  one  secretary.  As 
depicted  in  the  organization  chart  shown  below,  activi- 
ties would  be  divided  into  three  areas,  under  deputies 


selected  from  existing  state  personnel.  The  deputy, 
Budget,  would  be  responsible  for  all  activities  assigned  to 
the  present  Office  of  the  Budget.  All  agency  comptrollers 
would  report  to  a single  deputy  to  provide  effective  com- 
munications between  the  secretary,  Budget  and  Financial 
Management,  and  the  various  agency  fiscal  units.  A de- 
puty, Administrative  Services,  would  provide  the  support 
functions  needed  by  the  central  organization.  Fegislative 
liaison  would  also  be  needed  to  coordinate  activities  with 
the  General  Assembly  in  the  area  of  budget  preparation. 
The  secretary,  Budget  and  Financial  Management,  would 
work  with  the  Office  of  Administration  to  secure  addi- 
tional support  services,  including  data  processing 
capabilities,  as  needed  to  develop  new  systems  and  con- 
trols. Overall  responsibilities  of  this  proposed  fiscal  or- 
ganization will  include: 

» Establishing  uniform  accounting  and  reporting  pro- 
cedures as  well  as  control  benchmarks. 

• Measuring  agency  efficiency. 

• Preparing,  analyzing  and  interpreting  budgets. 

• Fapsing  funds  and  long-range  planning. 

• Conducting  work  simplification  and  elimination 
studies. 

• Developing  pre-audit  procedures  and  cost-benefit 
ratios. 

Implementation  will  significantly  improve  the  overall  ef- 
fectiveness of  the  state's  fiscal  activities  and  should  pro- 
vide substantial  savings  through  elimination  of  redundant 
activities  and  excess  personnel.  It  is  felt  that  at  least  180 
fiscal  positions  could  be  abolished  for  an  annual  saving  of 
$2. 68-million. 

Implementation  Strategy:  The  Governor  should  appoint  a 
secretary,  Budget  and  Financial  Management.  It  will  be 
the  secretary's  responsibility  to  choose  appropriate  de- 
puties and  implement  a centralized  fiscal  organization. 


The  program  should  be  operational  within  18  months 
while  staff  reductions  should  be  complete  in  two  years. 

316.  Use  output  units  as  performance  measure- 
ments in  developing  department  program 
budgets. 

As  it  exists,  the  budget  system  does  not  provide  for  control 
or  reduction  of  costs.  Few  managers  use  standard  perfor- 
mance measures  to  arrive  at  staff  levels  and  program  costs 
in  developing  department  budgets.  The  failure  to  utilize 
these  techniques  makes  it  difficult  to  assess  actual  per- 
formance at  a later  date.  Performance  should  be  reviewed 
by  comparing  costs  per  unit  of  output.  These  units  must  be 
a valid  measurement  of  program  productivity  and  should 
be  compared  with  the  budget  and  actual  costs  on  a 
periodic  basis.  The  present  accounting  system  does  pro- 
vide for  cost  collections  by  program.  However,  compari- 
sons are  made  only  with  the  total  budget,  not  year-to-date 
portions  on  a regular  basis.  As  there  is  no  reporting  of 
output  units,  costs  per  unit  cannot  be  identified. 

Proposed  Approach:  Output  units  should  be  identified 
which  will  measure  program  activity  volumes  and  which 
have  a valid  relationship  to  established  goals.  These  units 
should  be  related  to  cost  so  a unit  cost  for  program  output 
can  be  obtained. 

The  accounting  system  should  collect  costs  and  encum- 
brances on  a program  basis  for  monthly  review.  The 
resulting  report  should  reflect  individual  monthly  budget 
amounts  so  department  managers  can  evaluate  year-to- 
date  status  on  all  programs.  The  reporting  system  should 
include  output  measurements.  Department  comptrollers 
should  alert  program  managers  who  are  encumbering 
funds  at  a rate  which  exceeds  their  year-to-date  share  of 
the  budget.  The  Office  of  the  Budget  should  maintain 
overall  control  by  reviewing  all  monthly  budget  reports. 
Although  potential  benefits  could  amount  to  several  mil- 
lion, no  specific  saving  is  claimed. 

Implementation  Strategy:  The  Governor  should  issue  a 
directive  requiring  all  department  secretaries  to  adopt  the 
principles  of  performance  management,  as  proposed,  in 
developing  future  budgets.  The  Office  of  the  Budget  will 
be  responsible  for  assisting  agencies  in  implementation  of 
this  recommendation.  Total  implementation  is  expected 
to  require  two  years. 

317.  Develop  impact  measurement  for  all  programs 
included  in  the  state  budgeting  system. 

An  essential  part  of  the  budget  process  is  the  ability  of  the 
chief  executive  to  determine  if  various  program  objec- 
tives are  being  met.  This  requires  an  identification  of 
program  impact  measures  — what  effect  the  activity  is 
having  on  the  safety,  health  and  welfare  of  the  citizens  — 
and  analysis  of  impact  results.  These  data  are  critical  in 


weighing  the  relative  merits  and  costs  of  programs  com- 
peting for  funds.  However,  few  programs  have  impact 
measurements  and  most  of  the  existing  ones  are  of  ques- 
tionable validity. 

Proposed  Approach:  Valid  impact  measurements  must  be 
developed,  identified  and  tested  for  each  program.  These 
criteria  should  be  reported  along  with  program  costs  and 
output  units  to  establish  a comprehensive  reporting  sys- 
tem for  each  program.  Implementation  will  provide  a 
necessary  tool  for  judicious  program  selection  and  fund 
utilization. 

Implementation  Strategy:  The  Governor  should  issue  a 
directive  to  all  department  secretaries  requiring  that  im- 
pact measures  be  identified  and  validated  for  each  pro- 
gram. Implementation  will  require  extensive  interaction 
between  the  departments  and  the  Office  of  the  Budget. 

318.  Require  agencies  to  return  unused  appropria- 
tion amounts  to  surplus  at  the  end  of  each  fiscal 
quarter. 

Lapsing  funds  is  the  process  of  returning  unused  appro- 
priation amounts  to  surplus.  Once  lapsed,  these  amounts 
are  no  longer  available  to  individual  agencies  for  com- 
mitment to  expenditure.  At  present,  appropriations  are 
not  lapsed  until  the  fourth  quarter  of  the  fiscal  year. 
Budgeting  techniques  are  such  that  agencies  attempt  to 
use  appropriations  in  full.  As  a result,  expenditures  in  the 
fourth  quarter  become  abnormally  high  in  order  to  avoid 
lapsing  funds. 

Proposed  Approach:  The  budget  should  be  prepared  on  a 
quarterly  basis  and  agencies  should  be  required  to  lapse 
funds  at  the  end  of  each  fiscal  quarter.  Unexpended  funds 
would  be  lapsed  automatically  by  the  Bureau  of  Financial 
Management  unless  the  agency  could  justify  carrying  an 
appropriation  over  to  the  next  quarter.  Implementation 
would  eliminate  the  practice  of  abnormal  spending  to 
avoid  lapsing. 

Implementation  Strategy:  The  Governor  should  issue  an 
executive  order  authorizing  the  proposed  quarterly  lap- 
sing procedure.  The  Office  of  the  Budget  would  be  re- 
sponsible for  revising  agency  budgets  to  the  required 
quarterly  basis.  Agencies  which  show  budget  perfor- 
mance improvement  should  be  given  appropriate  public 
recognition. 

319.  Increase  license  fees  in  the  Bureau  of  Profes- 
sional and  Occupational  Affairs  to  cover 
operating  expenses. 

The  bureau  is  supported  by  general  fund  appropriations. 
Existing  fees  supply  revenues  to  the  fund  which  approxi- 
mate only  80%  of  the  operating  expenses.  Action  should 
be  taken  to  increase  charges  in  line  with  actual  service 
expenditures. 
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Proposed  Approach:  Use  of  a team  of  management 
analysts  from  the  Bureau  of  Management  Services  has 
been  proposed  to  study  the  information  needs  of  the 
Bureau  of  Professional  and  Occupational  Affairs.  In  con- 
ducting this  project,  they  should  also  address  the  problem 
of  fixed  and  variable  costs  associated  with  operations  of 
the  various  licensing  boards.  Once  these  expenses  have 
been  identified  and  documented,  fees  should  be  revised 
to  recover  expenditures.  Implementation  should  provide 
an  annual  income  estimated  at  $353,000. 

Implementation  Strategy:  The  analysts  should  be  able  to 
provide  necessary  data  within  two  months.  The  bureau's 
commissioner  should  then  develop  appropriate  legisla- 
tion on  fee  levels  for  submission  to  the  Governor  and  the 
General  Assembly. 

320.  Require  that  travel  expenditures  be  justified. 

On  an  annual  basis,  the  state  expends  approximately 
$14. 3-million  on  travel.  As  there  is  no  requirement  for 
financial  justification,  the  approved  budget  allocation  is 
an  automatic  authority  to  spend  the  funds.  Agency  comp- 
trollers indicate  that  travel  abuses  are  prevalent. 

Proposed  Approach:  Justification  for  travel  should  be 
provided  for  approval  by  a department  head  before  any 
trips  are  authorized.  Also,  transportation  arrangements 
and  hotel  reservations  should  be  made  through  the 
Commonwealth  Travel  Agency  to  take  advantage  of 
group  discounts  and  special  rates.  Travel  would  not  be 
discouraged,  but  potential  benefits  would  have  to  be 
shown  to  justify  it.  Substantial  savings  could  be  achieved, 
but  no  specific  amount  is  claimed. 

Implementation  Strategy:  This  proposal  should  be  put 
into  effect  through  an  executive  order  from  the  Governor. 
It  would  be  implemented  by  the  various  agencies  and  the 
Office  of  the  Budget. 

321.  Document  detailed  office  budget  procedures 
in  the  Office  of  the  Budget. 

There  is  a need  to  have  detailed,  documented  budget 
procedures  available  for  both  intra  and  interoffice  re- 
sponsibilities, actions  and  training.  A manual  for  intraof- 
fice use  was  begun  nearly  two  years  ago,  but  is  still 
incomplete.  Detailed  instructions  to  state  agencies  for 
planning  and  budgeting  have  never  been  published.  The 
target  date  is  July  1,  1976. 

Proposed  Approach:  A professional  in  the  Budget 
Analysis  Division  should  be  assigned  to  complete  work 
on  the  intraoffice  policy/procedures  manual.  When  com- 
pleted, the  information  should  be  presented  in  a series  of 
meetings  to  professional  staff  in  the  Office  of  the  Budget. 
Steps  should  also  be  taken  to  ensure  that  the  detailed 
instructions  will  be  ready  as  scheduled. 


Implementation  Strategy:  The  budget  secretary  and  his 
assistant  must  ensure  that  the  division  chiefs  in  Budget 
Analysis  and  Program  Planning  and  Education  ac- 
complish these  projects. 

322.  Establish  and  implement  an  effective  budget 
preparation  schedule. 

Although  a basic  budget  preparation  cycle  exists,  it  is  not 
adhered  to  because  of  various  external  factors.  For  exam- 
ple, early  or  late  enactment  of  a current  budget  by  the 
General  Assembly,  financial  crises  or  a change  in  state 
administration  can  have  an  adverse  effect  on  budget  de- 
velopment activities  for  the  subsequent  fiscal  year.  Late 
preparation  of  the  Program  Planning  Guide  by  the  Office 
of  the  Budget  makes  it  difficult  for  agencies  to  meet 
schedules,  resulting  in  overtime  or  missed  dates. 

Proposed  Approach:  To  remedy  the  problem,  a detailed 
calendar  of  budget  events  and  dates  should  be  prepared 
as  an  attachment  to  the  Program  Planning  Guide.  All 
agencies  should  be  informed  of  the  proposed  schedule 
well  in  advance  by  a separate  letter  from  the  Office  of  the 
Budget.  Events  to  be  scheduled  would  include  publica- 
tion of  the  Program  Planning  Guide,  instructions  for  pre- 
paring agency  operating  and  capital  budget  requests, 
guidelines  for  agencies  for  planning  and  budgeting, 
budget  and  rebudget  submission  dates  and  preliminary 
reviews  by  the  Office  of  the  Budget.  This  would  be  fol- 
lowed by  subsequent  review  at  the  agency  level,  approval 
by  the  Governor,  submission  to  the  General  Assembly, 
hearing  dates  and  fiscal  year  dates.  Implementation  could 
save  $10,000  annually  by  reducing  overtime  require- 
ments for  budget  preparation  activities. 

Implementation  Strategy:  A separate  letter  and  the  at- 
tachment to  the  Program  Planning  Guide  should  be  pre- 
pared by  the  Office  of  the  Budget  for  inclusion  in  the  fiscal 
1 977  guide. 

323.  Improve  internal  budget  procedures  for  the  Of- 
fice of  the  Budget. 

The  operating  budget  for  this  office  is  handled  by  the 
assistant  to  the  budget  secretary  and  his  administrative 
officer.  Monitoring  is  done  by  a budget  analyst  in  the 
Budget  Analysis  Division.  However,  adequate  data  are 
not  developed  to  hold  division  chiefs  accountable  for 
their  cost  results.  Some  are  not  even  aware  of  their  au- 
thorized staff  complements  or  spending  levels.  In  addi- 
tion, there  is  no  standard  procedure  in  use  regarding 
budget  development. 

Proposed  Approach:  The  monitoring  activity  of  the 
budget  analyst  should  be  eliminated.  Budget  preparation 
responsiblity  should  rest  solely  with  the  assistant  to  the 
secretary  and  his  administrative  officer.  Each  division 
chief  should  prepare  a budget  estimate  for  his  area  includ- 


ing  staff  levels,  salaries  and  miscellaneous  expenses. 
They  would  then  be  held  accountable  for  keeping  expen- 
ditures within  approved  limits.  A standard  operating  pro- 
cedure should  be  developed  to  cover  areas  of  responsibil- 
ity, approval  requirements,  schedules  and  methods  for 
budget  preparation,  monthly  progress  comparisons  and 
related  budget  activities. 

Implementation  Strategy:  The  budget  secretary  should 
approve  the  change  in  policy  and  assign  responsibility  for 
the  development  of  standard  operating  procedures.  A 
meeting  should  be  held  to  explain  the  changes  to  the 
division  chiefs. 

324.  Improve  the  efficiency  of  the  state's  payroll 
and  personnel  systems. 

The  present  payroll  and  personnel  systems  are  unneces- 
sarily complicated.  Salaried  employees  are  paid  on  a 
current  basis,  resulting  in  numerous  adjustments  and 
supplemental  payrolls.  Approximately  250,000  refunds 
and  supplemental  paychecks  must  be  processed  annually 
because  of  existing  procedures.  Employee  time  records 
are  kept  manually  and  there  is  a lack  of  uniform  adminis- 
trative procedures  in  regard  to  various  types  of  paid  leave. 
As  many  as  a dozen  forms  are  required  to  process  a 
routine  payroll.  There  is  little  automated  interacation  be- 
tween the  personnel  and  payroll  systems,  resulting  in 
duplicated  and  redundant  processing  and  verification.  In 
addition,  payroll  checks  and  stubs  are  prepared  sepa- 
rately, necessitating  a manual  matching  of  120,000 
checks  and  stubs  each  pay  period. 

Proposed  Approach:  Several  steps  should  be  taken  to 
increase  the  efficiency  of  these  two  systems: 

• Salaried  employees  should  be  paid  on  an  after-the- 
fact  basis  to  eliminate  adjustments  and  supplemental 
payrolls. 

• All  leave  records  should  be  computerized  and 
timekeeping  functions  consolidated  in  each  cost 
center. 

• The  automated  personnel  and  payroll  systems  should 
be  integrated  to  eliminate  redundant  transcription  of 
data  and  excess  verification.  CMIC  should  develop 
the  necessary  software  and  remote  terminals  should 
be  installed  in  each  comptroller's  payroll  office. 

• The  requirements  of  individual  personnel  and  payroll 
offices  should  be  reviewed  to  eliminate  unnecessary 
procedures  and  systems. 

• Paper  payroll  checks  and  stubs  should  be  printed  in 
one  location  by  CMIC  to  eliminate  manual  matching. 

Implementation  of  the  necessary  computer  applications 
will  require  a one-time  expenditure  of  $320,000  and  an 


annual  maintenance  cost  of  $41,000.  However,  the  re- 
duction in  overall  work  loads  and  elimination  of  excess 
timekeepers  and  clerical  personnel  on  a statewide  basis 
will  provide  a potential  annual  saving  of  approximately 
$1 0.7-million. 

Implementation  Strategy:  Following  approval  by  the 
Governor's  Executive  Board,  the  secretary,  Office  of  Ad- 
ministration, should  designate  a task  force  to  develop 
plans,  coordinate  activities  and  implement  actions  to 
achieve  the  proposed  benefits.  A time  schedule  should  be 
developed  and  met.  After  a three-month  planning  period, 
changes  should  be  in  progress  within  six  months  and  the 
program  completed  in  approximately  one  year.  Agencies 
not  under  the  Governor's  jurisdiction  should  be  invited  to 
participate  in  the  centralized  system. 


INVESTMENTS 


Pennsylvania  has  approximately  70  separate  funds  in 
seven  categories  with  approximately  $5-bi  1 1 ion  invested. 
The  first  category  is  the  general  fund  with  assets  of 
$1 1 7-million.  Investment  control  is  vested  with  the  state 
treasurer.  Next  are  the  24  special  revenue  funds  totaling 
$273-million,  each  controlled  by  an  investment  commit- 
tee reporting  to  the  secretary,  Office  of  Administration. 
Actual  investment  (with  few  exceptions)  is  through  the 
state  treasurer.  Also,  there  are  22  trust  and  agency  funds 
with  assets  of  $4. 4-billion  under  the  control  of  indepen- 
dent boards  reporting  to  various  department  secretaries. 
These  independent  boards  exercise  investment  control 
through  finance  committees.  They  rely  on  the  state  trea- 
surer for  advice,  but  occasionally  employ  outside  finan- 
cial consultants.  The  remaining  four  categories  — working 
capital,  bonds,  sinking  funds  and  enterprise  funds  — are 
established  under  specific  laws  and  have  assets  of 
$340-million.  The  largest  funds  are  the  $2 .9-bi  1 1 ion  in  the 
School  Employees'  Retirement  Fund  and  the  $1 . 4-billion 
which  comprises  the  State  Employees'  Retirement  Fund. 

RECOMMENDATIONS 

325.  Establish  a position  of  investment  advisor  in  the 
Office  of  Administration. 

At  present,  there  is  almost  total  reliance  on  the  state 
treasurer  for  investment  decisions  and  all  funds  suffer 
from  some  degree  of  deficiency  in  investment  manage- 
ment. Except  for  the  School  Employees'  Retirement  Fund, 
no  attempt  is  made  to  measure  the  performance  of  the 
various  money  managers.  In  addition,  there  is  no  estab- 
lished policy  to  guide  investment  decisions  in  light  of 
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market  trends  and  economic  conditions.  The  practice  of 
"buy  and  hold"  results  in  lost  additional  income  to  the 
state. 

Proposed  Approach:  The  proposed  investment  advisor 
would  oversee  the  management  of  government  bonds 
and  other  short-term  investment  portfolios.  He  would 
assist  in  the  selection  and  evaluation  of  the  money  mana- 
gers for  all  state  funds.  This  person  would  also  be  respon- 
sible for  obtaining  private  sector  advice  on  asset  alloca- 
tion to  determine  the  best  mix  of  bond,  bank,  mortgage 
and  stock  investments  based  on  economic  conditions. 

The  advisor  should  be  a specialist  with  experience  in 
most  of  the  investment  instruments  available  for  the 
state's  funds,  particularly  fixed  income  securities.  Private 
sector  expertise  should  be  obtained  as  needed  on  a con- 
tractual basis  and  the  cost  absorbed  by  those  funds  most 
in  need  of  advice.  Implementation  would  require  an  an- 
nual expenditure  of  $75,000  for  the  advisor  and  an 
adequate  statistical  and  clerical  support  staff.  This 
amount  would  be  more  than  offset  by  the  potential  bene- 
fits to  be  achieved  by  improved  fund  performance. 

Implementation  Strategy:  At  the  Governor's  direction,  the 
proposed  investment  advisor  should  have  wide  authority 
to  provide  investment  advice  to  all  funds  and  should  serve 
as  a member  of  all  boards  and  financial  committees 
where  his  advice  would  be  appropriate. 

326.  Combine  the  cash  in  designated  funds  for  in- 
vestment purposes  under  the  guidance  of  two 
financial  managers. 

The  state  maintains  more  than  $38-million  in  various 
bank  accounts.  Although  interest  is  earned  on  some  of 
these  balances,  the  return  is  far  less  than  for  other  types  of 
investments.  Effective  cash  management  could  reduce 
the  excess  funds  in  these  accounts  and  substantially  in- 
crease the  return  to  the  state.  Special  revenue  funds  alone 
account  for  $7-million  in  deposits  much  of  which  could 
be  invested  in  alternative  short-term  investments  earning 
a higher  rate  of  return. 

Proposed  Approach:  Although  fund  identities  must  be 
preserved,  it  should  be  possible  to  combine  the  cash  for 
investment  purposes.  This  could  bedone  if  the  funds  were 
adequately  secured,  clear  audit  trails  were  established, 
earnings  for  each  fund  were  individually  computed,  cred- 
ited and  recorded,  and  receipts,  disbursements  and  trans- 
fers were  processed  through  separate  bookkeeping  ac- 
counts. As  a start,  the  assets  in  the  special  revenue  funds, 
some  $273-million,  should  be  consolidated  and  the  re- 
sulting asset  pool  divided  between  two  financial  mana- 
gers selected  by  the  proposed  investment  advisor.  Estab- 
lishing two  managers  will  diversify  the  source  of  invest- 
ments advice,  reduce  the  risk  of  error  and  establish  a basis 


for  performance  comparisons.  The  annual  cost  of  im- 
plementation is  estimated  at  $200,000.  However,  an  ag- 
gressive program  of  short-term  i nvestment  for  the  assets  of 
the  special  revenue  funds  should  increase  the  state's  an- 
nual return  by  $785,000. 

Implementation  Strategy:  The  Governor  should  issue  an 
executive  order  authorizing  the  consolidated  use  of  spe- 
cial revenue  funds  for  investment  purposes.  The  Bureau 
of  Financial  Management  should  establish  procedures  for 
maintaining  fund  identities.  The  investment  advisor 
should  select  two  appropriate  financial  managers. 

327.  Obtain  diversified  advice  on  stock,  bond  and 
mortgage  investments  for  the  state's  two  major 
retirement  funds. 

Approximately  $3. 2-billion  of  the  $4. 3-billion  in  the 
School  and  State  Employees'  Retirement  Funds  are  in- 
vested in  corporate  bonds  under  the  guidance  of  a single 
manager.  Such  reliance  places  an  excessive  burden  of 
responsibility  on  one  advisor  and  increases  the  possibility 
of  investment  error.  Furthermore,  this  practice  makes  it 
difficult  to  achieve  objective  performance  appraisals. 

Proposed  Approach:  The  money  management  activities 
of  the  two  funds  should  be  divided  with  each  having  at 
least  two  mortgage  portfolio  managers,  two  for  common 
stocks  and  one  bond  manager  for  every  $700-million  in 
bond  assets.  Candidates  should  be  sought  from  as  exten- 
sive an  area  as  possible  with  the  assistance  of  the  pro- 
posed investment  advisor.  The  managers  should  be 
selected  and  in  control  of  their  portfolios  for  three  years  or 
one  full  business  cycle.  During  this  period,  and  on  a 
continuing  basis  thereafter,  an  annual  performance  ap- 
praisal should  be  conducted  to  compare  results  between 
the  selected  managers  and  other  managers  giving  advice 
to  similar  funds.  Those  selected  managers  whose  perfor- 
mance is  less  than  satisfactory  should  be  replaced.  Al- 
though the  annual  cost  is  estimated  at  about  $2-million 
for  properly  diversified  investment  advice,  the  potential 
return  is  of  far  greater  significance.  Considering  only  the 
bond  portion  of  the  portfolios  — $3. 3-billion  — a very 
small  percentage  yield  improvement  could  amount  to  a 
substantial  income  improvement  to  the  funds. 

For  example,  the  five-year  (1 970-1 974)  cumulative  return 
on  a representative  AA  rated  unmanaged  bond  portfolio  is 
35.9%.  The  mean  cumulative  return  on  100  managed 
bond  portfolios  for  the  same  time  period  is  38.9%  — a 
total  improvement  of  3%  over  five  years.  On  bond 
portfolios  totaling  $3. 3-billion,  the  improvement  over 
five  years  would  be  $99-million,  or  an  average  of  about 
$20-million  annually. 

Of  course,  the  current  bond  portfolios  are  managed. 
However,  competition  between  managers  could  improve 


the  current  situation  by  perhaps  one  quarter  of  the  differ- 
ence between  the  unmanaged  index  and  the  mean 
cumulative  return.  If  this  difference  is  possible  to  attain, 
the  improved  return  to  the  funds  on  the  bond  portion 
alone  could  be  $ 5 - m i 1 1 i o n per  year. 

Implementation  Strategy:  As  a member  of  the  finance 
committees  of  all  funds,  the  investment  advisor  should 
assist  in  the  selection  of  appropriate  managers  and  should 
appraise  the  results  achieved. 

328.  Establish  professional  performance  measure- 
ments for  the  retirement  funds. 

A periodic  composition  and  yield  report  is  prepared  for 
the  two  state  retirement  funds.  Comparisons  are  made 
with  the  corresponding  periods  of  the  previous  year. 
However,  common  stocks  are  reported  at  cost  while 
mortgages  and  bonds  are  carried  atparvalue.  It  would  be 
more  appropriate  to  indicate  the  market  values  of  all 
assets  and  to  compute  yields  at  these  levels.  The  concept 
of  reporting  returns  should  include  gains,  losses,  interest 
and  dividends  on  a time-weighted  basis. 

Proposed  Approach:  Each  fund  should  let  contracts  for 
quarterly  risk-adjusted,  time-weighted  rates  of  return 
analysis.  These  professional  evaluations  would  show  the 
performance  of  each  stock,  bond  and  mortgage  manager 
using  current  market  values  with  gains  and  losses  as  well 
as  interest  and  dividend  income  included  in  the  reports.  A 
time-weighted  rate  of  return  should  be  utilized  to  provide 
an  equitable  comparison  of  one  manager's  performance 
against  another's.  Common  stock  portfolios  should  be 
examined  on  a risk-adjusted  basis  to  determine  if  the 
managers  are  staying  within  policy  guidelines.  The  esti- 
mated annual  cost  would  be  approximately  $160,000. 
However,  implementation  will  provide  the  trustees  with 
an  accurate  measure  of  performance  and  will  enable 
them  to  evaluate  the  professional  capability  of  the  respec- 
tive managers.  Again,  the  potential  gains  will  more  than 
offset  the  expenditure. 

Implementation  Strategy:  The  investment  advisor  should 
recommend  appropriate  professional  sources  for  the 
necessary  studies.  Results  should  be  discussed  with  fund 
managers  on  a quarterly  basis. 

329.  Contract  annually  for  professional  advice  on 
the  best  potential  allocation  of  assets  to  be 
invested  in  stocks,  bonds,  mortgages  and  other 
available  investments. 

The  state  does  not  have  sufficient  investment  expertise  to 
determine  an  optimum  mix  between  competing  invest- 
ments. It  also  lacks  the  necessary  economic  forecasts  on 
which  to  base  such  decisions.  This  type  of  information 
should  be  made  available  in  regard  to  the  investment  of 
all  state  funds  to  increase  overall  returns. 


Proposed  Approach:  Private  sector  consultants  and 
graduate  schools  of  business  should  be  utilized  on  a 
contract  basis  to  provide  the  necessary  forecasting  and 
advice.  Quarterly  reports  should  be  available  for  an  an- 
nual cost  of  approximately  $25,000.  A judicious  mix  of 
investments  should  improve  overall  yields  by  at  least  Vs 9c 
on  10%  of  the  state's  investment  funds  of  $800-million. 
This  would  provide  an  annual  increase  in  income  of 
$100,000  for  a net  benefit  of  $75,000. 

Implementation  Strategy:  The  investment  advisor  should 
contract  with  appropriate  sources  to  provide  quarterly 
evaluations  of  the  percentage  of  available  funds  which 
should  be  invested  in  the  various  media.  Recom- 
mendations should  be  circulated  to  all  fund  managers 
including  the  state  treasurer. 


DATA  PROCESSING 


Development  and  coordination  of  statewide  and  intera- 
gency EDP  activities  are  the  responsibility  of  the  secre- 
tary, Office  of  Administration.  The  activities  are  chan- 
neled through  the  Bureau  of  Management  Services  and 
two  computer  facilities  — the  Central  Management  In- 
formation Center  (CMIC)  and  the  Health-Education  Man- 
agement Information  Center  (HEMIC). 

The  bureau  evaluates  and  approves  all  data  processing 
equipment  and  vendor  service  contract  purchases  under 
the  Governor's  jurisdiction.  It  also  provides  technical 
support  in  the  areas  of  telecommunications,  automatic 
data  processing,  records,  reports  and  statistics.  In  addi- 
tion, the  bureau  conducts  management  improvement  and 
organizational  studies  designed  to  solve  agency  and  in- 
teragency problems.  There  are  62  employees  in  the 
bureau  and  the  operating  budget  for  fiscal  1975  was 
almost  $1 .2-million. 

CMIC  maintains  centralized  information  systems  which 
support  mandated  functions  of  the  Office  of  Administra- 
tion and  provides  EDP  services  to  other  agencies  upon 
request.  The  centralized  systems  include  payroll,  retire- 
ment, personnel,  program  planning,  budget  and  financial 
management.  There  are  117  employees  and  the  fiscal 
1975  budget  was  $4.1  6-million. 

HEMIC  provides  computer  operational  support  to  the 
Departments  of  Health,  Education  and  Environmental 
Resources.  These  organizations  supply  their  own  systems 
analysis  and  computer  programming.  HEMIC  personnel 
total  20.  The  fiscal  1 975  budget  was  $724,000.  Although 
the  intent  was  to  provide  centralized  data  processing 
capabilities  and  coordination  through  the  Bureau  of 
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Management  Services  and  the  two  centers,  this  objective 
has  not  been  realized.  Instead,  most  agencies  have  cho- 
sen to  develop  their  own  EDP  resources,  resulting  in 
fragmented  operations  and  duplicated  equipment,  per- 
sonnel and  expenditures. 

RECOMMENDATIONS 

330.  Consolidate  selected  EDP  functions. 

Most  major  departments  in  the  Executive  Branch  have 
theirowndata  processing  installations.  Each  has  adminis- 
trative, operator  and  clerical  personnel  for  computer  op- 
erations as  well  as  data  entry,  control  and  clerical  service 
functions.  They  also  include  systems  analysis,  design  and 
programming  activities.  The  primary  advantage  of  these 
diverse  installations  is  the  using  department's  ability  to 
meet  its  specific  needs.  However,  based  on  statistical 
information  supplied  by  the  Bureau  of  Management  Ser- 
vices, the  $36-million  currently  expended  for  these  oper- 
ations can  be  expected  to  increase  to  $ 108-million  by 
fiscal  1 984,  if  the  present  approach  is  perpetuated.  Other 
expenses  — utilities,  space,  area  maintenance  services 
and  the  like  — are  not  included  in  this  projection. 

Proposed  Approach:  Many  economies  can  be  achieved 
by  consolidating  EDP  installations.  Duplicate  equipment 
costscan  beeliminated  and  larger  capabilities  justified  by 
combining  requirements  and  budgets  of  several  areas. 
Personnel  reductions  can  also  be  achieved  and  a higher 
level  of  professionalism  as  well  as  enhanced  information 
systems  provided.  Colleges  and  the  State  Police  are 
excluded  from  this  recommendation. 

To  achieve  these  benefits,  a Data  Processing  Division 
should  be  established  within  the  Office  of  Administration. 
It  would  be  headed  by  a deputy  secretary  and  would 
provide  two  major  EDP  centers  for  Executive  Branch  use. 
In  addition  to  directors  for  each  center,  there  would  be  a 
third  director  in  charge  of  systems  and  programming  ac- 
tivities. The  new  organization  would  be  responsible  for 
providing  processing,  systems  analysis,  design  and  pro- 
gramming as  well  as  consulting  services  to  designated 
departments  in  the  Executive  Branch. 

With  a centralized  function,  the  state  can  staff  the  division 
with  the  most  qualified  personnel  currently  available  in 
various  department  operations.  It  will  be  a joint  responsi- 
bility of  the  user  departments  and  the  Data  Processing 
Division  to  establish  communication  channels  to  ensure 
that  EDP  requirements  are  met  with  optimum  results.  It  is 
anticipated  that  the  division  will  administer  two  major 
data  processing  centers.  The  first  will  be  an  installation  in 
the  building  which  now  houses  the  PennDOT  facility. 
The  center  for  the  Department  of  Labor  and  Industry 
should  be  initially  administered  with  the  PennDOT  facil- 
ity and  physically  combined  at  a later  date.  The  second 


center  would  be  an  expansion  of  the  CMIC  installation  in 
Middletown. 

Several  advantages  are  envisioned  by  implementing  this 
approach: 

• Management  and  operation  of  all  EDP  equipment 
would  be  transferred  to  a single  organization  to  pro- 
vide improved  control  and  utilization. 

• Equipment  would  be  consolidated  in  two  locations 
and  terminals  provided  where  necessary  to  establish 
communications  links  between  user  departments 
and  the  centers.  This  will  allow  the  state  to  upgrade 
equipment  and  eliminate  outdated  facilities. 

• Consulting  and  advisory  functions  now  assigned  to 
the  Bureau  of  Management  Services  will  be  ex- 
panded through  creation  of  a Bureau  of  Systems  and 
Programming  in  the  Data  Processing  Division.  The 
bureau  staff  would  be  responsible  for  providing  sys- 
tems and  programming  support,  establishing  pro- 
gramming standards,  documentation  requirements 
and  security  procedures. 

• The  state  will  benefit  from  the  establishment  of  a 
reliable,  responsive  data  processing  environment. 
The  cost  of  current  operations  will  be  superseded  by 
a less  expensive  consolidated  effort.  Anticipated  de- 
creases in  operating  and  personnel  expenditures  will 
provide  a net  annual  saving  of  approximately 
$3. 25-million. 

Implementation  Strategy:  The  Governor  should  issue  an 
executive  order  authorizing  the  establishment  of  the  pro- 
posed division.  He  and  the  members  of  his  cabinet  should 
develop  a plan  to  implement  the  required  activities  and 
consolidate  EDP  operations  of  designated  Executive 
Branch  departments.  The  highest  priority  should  be  given 
to  the  administrative  consolidation  of  all  data  processing 
personnel  and  the  establishment  of  the  two  centers. 

331.  Expand  EDP  position  definitions  and  salary 
ranges  to  more  competitive  levels. 

The  state  suffers  from  a significant  turnover  in  trained  EDP 
systems  and  programming  specialists.  Approximately 
$7,000  per  employee  isspent  in  supplemental  trainingfor 
positions  which  require  between  two  and  five  years'  on- 
the-job  experience  to  becomefully  productive.  However, 
the  existing  low  salary  scale  and  restrictive  position  struc- 
ture encourage  many  trained  specialists  to  leave  state 
employment  just  at  the  point  when  they  are  potentially 
most  valuable. 

Proposed  Approach:  The  state  should  meet  competition 
from  industry  by  establishing  certain  positions  with  salary 
ranges  which  will  attract  and  retain  personnel  with 
specialized  EDP  skills.  While  this  would  elevate  direct 


personnel  costs,  it  can  be  justified  on  the  basis  of  im- 
proved efficiency,  reduced  training  expense  and  greater 
employment  continuity. 

Implementation  Strategy:  A review  of  salary  ranges 
should  be  conducted  to  identify  positions  where  high 
turnover  results  because  of  noncompetitive  salaries  for 
trained  personnel  and  adjustments  made.  This  would  be 
the  responsibility  of  the  office  of  Administration. 

332.  Provide  on-line  program  documentation, 
maintenance  and  compilation/execution  for 
major  computer  systems. 

More  than  60%  of  most  EDP  budgets  is  spent  on  costs 
other  than  hardware.  Thus,  the  productivity  of  analysis 
and  programming  staffs  becomes  a major  factor  in  reduc- 
ing expenditures  and  bringing  needed  applications  on 
line  as  early  as  possible. 

Unfortunately,  personnel  face  several  problems  in  at- 
tempting to  install  new  applications  or  maintain  existing 
ones.  These  include  inadequate  test  time,  input/output 
constraints  which  slow  program  compilations,  retrieval 
difficulty  in  regard  to  documentation,  slow  preparation 
and  excessive  manual  debugging.  All  of  these  factors 
have  an  adverse  effect  on  overall  productivity. 

Proposed  Approach:  Installing  teleprocessing  techniques 
on  major  computer  systems  would  help  programmers  and 
analysts  maximize  productivity.  Through  the  use  of  ter- 
minals and  on-line  storage,  programmers  and  analysts 
could: 

• Turn  around  compilations  immediately. 

• Debug  the  programs  during  compilation  instead  of 
manually. 

• Address  procedure  libraries  collectively  instead  of  by 
individual  program. 

• Access  and  maintain  source  code  and  documenta- 
tion data  more  rapidly. 

• Permit  remote  program  development  by  user  groups. 

CMIC  has  used  this  tool  effectively  and  experienced  con- 
siderable savings  in  personnel  time.  Based  on  their  re- 
sults, an  improvement  of  20%  in  productivity  can  be 
anticipated  for  programmers,  5%  for  analysts.  The  antici- 
pated annual  saving  would  amount  to  $477,000  in  state 
and  $37,000  in  federal  funds.  There  would  be  a one-time 
expenditure  of  $103,000  in  state  and  $48,000  in  federal 
funds. 

Implementation  Strategy:  Under  the  guidance  of  the 
Commonwealth  Data  Processing  Managers  Committee, 
needs  should  be  identified,  guidelines  for  use  established 
and  training  requirements  met. 


333.  Implement  a short-term  management  project 
to  provide  better  service  to  the  licensing 
boards. 

The  Bureau  of  Professional  and  Occupational  Affairs  of 
the  Department  of  State  performs  administrative  services 
for  21  licensing  boards.  However,  existing  manual  sys- 
tems are  slow,  expensive  and  do  not  meet  the  require- 
ments of  the  boards.  A recommendation  has  been  made 
to  improve  overall  operations  by  separating  activities  into 
related  functional  areas.  Before  this  can  be  ac- 
complished, however,  a study  should  be  conducted  to 
identify  the  work  flow  and  suggest  improvements. 

Proposed  Approach:  As  part  of  an  overall  reorganization, 
the  bureau  intends  to  computerize  its  information  activi- 
ties to  provide  fast,  efficient  data  access.  Before  this  is 
done,  a short-term  management  analysis  project  should 
be  implemented.  The  objectives  would  be  to: 

• Survey  and  improve  the  present  information  flow 
environment. 

• Identify  all  interfaces  between  computer  users. 

• Provide  effective  procedures  to  ach  ieve  the  proposed 
functionalization  of  activities. 

To  accomplish  this  proposed  study,  three  management 
analysts  from  the  Bureau  of  Management  Services  should 
be  assigned  to  Professional  and  Occupational  Affairs  for 
one  year  to  perform  short-  and  long-range  planning.  One 
of  the  analysts  should  be  retained  on  the  project  for  an 
additional  year.  Implementation  will  require  a one-time 
expenditure  of  $1  1 5,000  for  the  analysts  and  related  pro- 
gram development.  The  annual  savings  through  im- 
proved service  and  reduced  personnel  requirements  are 
estimated  at  $101,000. 

Implementation  Strategy:  The  two  bureau  directors 
should  establish  a team  of  analysts  to  identify  data  base 
requirements  and  establish  uniform  standards  and  proce- 
dures. They  would  supervise  the  implementation  of  ap- 
proved systems  as  well  as  document  long-range  plans  for 
the  development  of  future  activities. 


LIQUOR  CONTROL  BOARD 

This  board  is  responsible  for  licensing  and  control  activi- 
ties under  Pennsylvania's  liquor  laws  and  regulations. 
Three  members  are  appointed  by  the  Governor  for  six- 
year  terms.  The  board  operates  some  750  retail  outlets 
and  five  distribution  warehouses.  It  employes  4,650 
people  and  made  a profit  of  $46-million  on  sales  of 
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$ 5 3 5-m  i 1 1 ion  in  fiscal  1975.  There  are  23,000  licenses 
and  89,000  special  permits  outstanding.  About  1,650 
citations  are  issued  each  year  for  violations  of  laws  and 
regulations.  The  board  works  with  The  Department  of 
Justice  to  enforce  compliance  with  the  state's  liquor  laws 
and  regulations. 

RECOMMENDATIONS 

334.  Reduce  staff  levels  at  state  stores. 

There  are  approximately  1,700  clerks  and  1,500  man- 
agers in  the  755  state  stores.  This  staffing  level  is  exces- 
sive particularly  the  ratio  of  managers  to  clerks.  An  exist- 
ing personnel  formula  calls  for  the  handling  of  1 50  bottles 
per  day  per  clerk.  This  includes  receipt,  handling  and 
sale. 

Proposed  Approach:  A manning  study  should  be  con- 
ducted to  establish  optimum  staffing  levels  at  the  various 
store  locations.  If  performed  in-house,  the  one-time  cost 
of  this  evaluation  would  be  approximately  $10,000.  A 
reduction  of  5%  in  overall  staff  would  provide  an  annual 
saving  of  $1 . 6-million. 

Implementation  Strategy:  The  board  proposal  to  reduce 
manager  levels  to  one  per  store  should  be  implemented. 
Arrangements  should  also  be  made  for  an  overall  man- 
ning evaluation. 

335.  Reduce  staff  levels  in  bureaus  other  than  State 
Stores. 

Most  of  the  board's  operating  bureaus  have  made  at- 
tempts to  reduce  personnel  levels.  Since  1 970,  an  overall 
decrease  of  1 1 .5%  has  been  achieved.  However,  excess 
personnel  are  still  in  evidence. 

Proposed  Approach:  The  board  should  authorize  a pro- 
fessional study  of  all  bureau  operations  to  determine  re- 
quired staffing  levels.  This  review  should  include  sam- 
pling techniques  to  determine  peak  work  periods  and 
optimum  manning  patterns.  The  one-time  cost  of  the  pro- 
posed evaluation  could  be  as  low  as  $50,000.  However,  a 
conservative  estimate  of  a 2%  staff  reduction  would  pro- 
vide an  annual  saving  of  $260,000.  Within  the  last  two 
years,  an  analysis  of  the  Stores  System  Records  Section 
produced  a 15%  decrease  in  personnel. 

Implementation  Strategy:  The  board  should  arrange  for  a 
professional  staffing  survey.  Bureau  chiefs  should  partici- 
pate in  planning  the  review  and  should  be  committed  to 
implementing  the  results. 

336.  Increase  license  and  special  permit  fees. 

The  revenue  derived  from  these  activities  is  not  sufficient 
to  recover  the  cost  of  licensing  and  enforcement.  Operat- 
ing expenses  in  fiscal  1 974  totaled  $9-mi  1 1 ion  while  fees 


amounted  to  only  $3-million.  Current  rates  have  been 
unchanged  for  20  years. 

Proposed  Approach:  Legislation  should  be  proposed  to 
increase  filing  fees  by  approximately  1 50%  — from  $20 
to  $50.  Special  permit  fees  should  be  increased  propor- 
tionately. The  additional  income  would  be  $1 -million 
annually. 

Implementation  Strategy:  The  executive  director  should 
prepare  an  amendment  for  the  board's  approval.  It  should 
then  be  sent  to  the  Governor's  legislative  assistant  for 
submission  to  the  General  Assembly.  Statistics  supporting 
the  request  should  accompany  the  proposed  legislation. 

337.  Establish  transfer  taxes  based  on  the  sale  price 
of  a retail  liquor  license. 

Anyone  who  wishes  to  obtain  a liquor  license  must  buy 
an  existing  one  from  a person  going  out  of  business. 
When  a request  for  a transfer  is  received,  the  Liquor 
Control  Board  must  conduct  a thorough  investigation  of 
the  prospective  buyer.  The  current  fee  of  $20  is  totally 
inadequate  to  recover  operating  expenses. 

Proposed  Approach:  A tax  should  be  imposed  for  such 
transfers  similar  to  the  real  estate  property  transfer  tax. 
The  amount  would  be  assessed  by  the  state  — possibly  a 
minimum  of  $200  or  2%  of  the  license  sale  price 
whichever  is  greater.  Anticipated  minimum  revenue 
based  on  1,500  transfers  would  be  $300,000  per  year. 

Implementation  Strategy:  The  director,  Bureau  of  Licen- 
sing, should  determine  average  processing  costs.  Based 
on  these  data,  the  board  should  establish  a minimum  tax 
and  an  appropriate  rate  to  apply  to  sales  at  higher  prices. 
Enabling  legislation  should  be  prepared  and  submitted  to 
the  Governor's  Office  for  presentation  to  the  General 
Assembly.  Supporting  documentation  must  be  provided 
with  the  amendment. 

338.  Eliminate  subwarehouse  operations. 

State  stores  are  permitted  to  order  liquor  and  wine  in 
less-than-case  quantities.  However,  contract  warehouse 
operators  are  only  paid  for  handling  full  cases.  Therefore, 
orders  for  less  than  a case  are  separated  and  sent  to  a 
subwarehouse  to  be  filled.  The  order  is  then  returned  to 
the  contract  operator  for  delivery.  The  cost  of  this  addi- 
tional operation  is  $720,000  annually. 

Proposed  Approach:  State  stores  should  be  required  to 
order  in  case  lots  only.  This  will  eliminate  the  need  forthe 
five  subwarehouses.  In  order  to  avoid  excessive  inven- 
tories, a single  store  located  near  five  or  six  other  outlets 
should  be  designated  to  carry  an  appropriately  inclusive 
inventory.  The  satellite  stores  would  stock  only  the  more 
popular  items.  Requests  for  other  merchandise  could  be 
referred  to  the  main  store  or  picked  up  for  the  customer 
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within  a day  or  two.  Satellite  stores  would  only  have  to 
stock  about  800  of  the  2,300  items  offered  for  sale.  Im- 
plementation would  provide  an  annual  saving  of 
$720,000  in  personnel  and  operating  costs. 

Implementation  Strategy:  A study  should  be  authorized 
by  the  director,  Bureau  of  State  Stores,  to  determine  logi- 
cal key  outlets  and  appropriate  satellites.  Simple  proce- 
dures should  be  developed  to  track  inventory  movements 
and  keep  the  public  informed  of  the  new  sales  policy. 
Ordering  guidelines  should  also  be  prepared  for  the  stores 
and  present  warehouse  inventories  dispersed  to  larger 
retail  outlets.  Subwarehouse  personnel  should  be  reas- 
signed whenever  possible. 

339.  Eliminate  bottle  reclaiming  operations. 

Bottles  with  stained  labels  are  considered  unsalable  and 
transferred  to  special  sections  of  the  subwarehouses  at 
Philadelphia,  Pittsburgh  and  Kingston.  Here,  the  bottles 
are  washed  by  hand  and  relabeled.  In  Philadelphia  alone, 
this  practice  requires  a staff  of  eight. 

Proposed  Approach:  The  reclaiming  function  should  be 
eliminated  and  damaged  bottles  offered  at  a discount  of  at 
least  162/3%  to  licensees  or  through  self-service  stores. 
The  sale  would  cover  normal  handling  costs  and  the 
entire  expenditure  for  the  bottle  reclaiming  operation 


would  be  eliminated.  The  annual  saving  would  be  ap- 
proximately $100,000. 

Implementation  Strategy:  The  director,  Bureau  of  Liquor 
Purchases,  should  notify  suppliers  that  damaged  mer- 
chandise will  be  refused.  Goods  damaged  in  the  ware- 
house should  be  segregated  and  offered  to  retail  outlets  at 
a discount.  Personnel  from  the  reclaiming  operation 
should  be  assigned  to  vacant  positions  or  terminated. 

340.  Require  licensees  to  purchase  liquor  in  full  case 
lots  from  wholesale-only  stores. 

The  board  operates  wholesale-only  outlets  in  Philadel- 
phia and  Pittsburgh  for  the  convenience  of  licensees. 
They  may  order  any  quantity  of  liquor  providing  the  total 
cost  is  $1  5 or  more  at  a 1 62/3%  discount.  Filling  orders  for 
less  than  a case  requires  a staff  of  five  people. 

Proposed  Approach:  Licensees  should  be  required  to 
order  case  quantities  only.  This  would  eliminate  the  bot- 
tle picking  and  repacking  operation.  Implementation 
would  provide  an  annual  saving  of  $50,000  by  reducing 
staff  requirements. 

Implementation  Strategy:  The  board  should  issue  a regu- 
lation restricting  purchases  from  wholesale-only  stores  to 
full  cases.  Licensees  should  be  instructed  regarding  this 
change. 
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PHYSICAL  RESOURCES 


The  physical  resources  team  was  responsible  for  review- 
ing the  basic  operating  functions  of  the  state.  In  this 
regard,  the  team  members  were  chosen  for  their  expertise 
in  various  operational  specialties.  Major  emphasis  was 
given  to  the  Department  of  Property  and  Supplies  which 
is  in  the  process  of  being  reorganized  as  the  Department 
of  General  Services.  This  organization  provides  essential 
operating  services  to  the  various  departments,  agencies, 
boards  and  commissions  in  state  government.  Functions 
include  facility  engineering  and  construction,  building 
operation  and  maintenance,  insurance  management,  real 
estate  and  space  requirements,  purchasing,  security,  traf- 
fic control  and  motor  vehicle  management.  Other  areas 
of  study  included  the  Department  of  Transportation,  State 
Police,  office  systems  and  food  service  management. 

Review  efforts  were  concentrated  at  the  bureau  level  in 
the  various  organizations.  An  attempt  was  made  to  iden- 
tify areas  of  work  duplication,  inefficient  procedures, 
poor  management,  ineffective  use  of  facilities  and  the 
like.  Findings  were  discussed  with  bureau  managers  and 
many  recommendations  for  improvement  resulted  from 
these  meetings. 

Major  study  areas,  such  as  purchasing  and  motor  vehicle 
management,  had  been  previously  evaluated  by  other 
groups.  F-lowever,  many  of  the  recommendations  for 
change  have  not  been  implemented.  Therefore,  the  team 
members  felt  it  necessary  to  address  the  problems  under- 
lying the  lack  of  implementation  activity  as  well  as  the 
specific  operational  areas.  Functional  reviews  required 
visits  to  a variety  of  health  and  educational  institutions  as 
well  as  county  garages  under  the  jurisdiction  of  the  De- 
partment of  Transportation. 

The  proposals  presented  in  this  report  reflect  normal  in- 
dustry practices  which  can  be  used  to  improve  the  overall 
effectiveness  of  government  operations.  In  some  cases, 
the  recommendations  are  conceptual  in  nature  and  pro- 
vide only  broad  guidelines  to  be  used  in  making  specific 
operational  improvements.  In  regard  to  real  estate  and 
space  management,  it  is  felt  that  the  state  should  initiate  a 
program  to  identify  excess  land  resources  and  to  liquidate 
them  as  a means  of  increasing  revenue.  Ffowever,  under 
no  circumstances  should  the  benefits  realized  from  such 
sales  be  used  to  cover  current  operating  expenses.  An 
area  which  has  considerable  potential  for  development  is 
the  identification  of  the  state's  mineral  resources,  fol- 
lowed by  a well-conceived  program  to  develop  these 
assets  in  an  effective  manner. 

In  general,  team  members  felt  that  there  are  many  well- 
qualified,  dedicated  people  in  state  government.  F~low- 


ever,  their  efforts  at  improvement  are  being  frustrated  by 
the  bureaucratic  atmosphere  and  unnecessarily  detailed 
legislative  regulations.  If  fully  implemented,  the  propos- 
als presented  here  should  improve  state  operations  signif- 
icantly. Further  benefits  can  only  be  realized  if  overall 
management  of  the  commonwealth's  activities  is  stream- 
lined  through  extensive  redrafting  of  regulatory  legisla- 
tion accompanied  by  some  reorganization  of  top  man- 
agement responsibilities. 


DEPARTMENT  OF 
PROPERTY  AND  SUPPLIES 

Property  and  Supplies  administers  the  leasing,  purchas- 
ing, transportation,  construction  and  maintenance  ser- 
vices for  all  state  agencies.  Responsibilities  encompass 
management  of  the  vehicle  fleet,  development  of  specifi- 
cations and  purchasing  of  all  materials,  equipment  and 
supplies  used  in  conducting  state  business.  It  also  acts  as 
the  state's  real  estate  agent,  maintains  state  buildings  and 
grounds  and  determines  policy  placement  for  state  insur- 
ance needs.  The  department  has  1,715  employees.  Its 
operating  budget  was  $3 1 .9-million  for  fiscal  1975. 

RECOMMENDATIONS 

341.  Establish  a centralized  building  construction 
function  in  the  new  Department  of  General 
Services. 

The  state's  building  construction  program  has  been 
plagued  with  duplication  and  ineffectiveness  due  in  part 
to  the  overlapping  responsibilities  of  the  General  State 
Authority  (GSA)  and  the  Bureau  of  Engineering  Construc- 
tion (BEC).  Major  problems  have  resulted: 

• Delays  in  coordinating  project  execution  allowed 
progressing  inflation  to  add  an  estimated  10%  to  20% 
to  total  costs. 

• Inadequate  control  over  contract  architects  and  en- 
gineers caused  some  cases  of  poor  design. 

• Coordination  and  control  problems  were  due  par- 
tially to  lack  of  a single  project  manager  responsible 
for  all  phases  of  execution. 

• Effective  design  and  construction  have  been  hin- 
dered by  failure  to  adopt  modern  techniques  and 
standards. 

• Duplicate  review  and  approval  by  GSA  and  BEC  was 
time-consuming  and  costly,  and  often  produced  un- 
satisfactory compromises. 


146 


• Designation  of  an  executing  agency  (GSA  or  BEC)  by 
the  funding  source  resulted  in  misuse  of  professional 
talents  and  created  a peak  load  problem  for  BEC  due 
to  the  lapsing  funds  feature  of  the  operating  budget. 

• Lack  of  a single  contract  option  forced  GSA  field 
inspectors  to  perform  overall  coordination  of  numer- 
ous prime  contractors  on  every  project. 

• Administrative  functions  of  GSA  duplicated  those 
existing  in  Property  and  Supplies. 

• Fragmented  responsibilities  of  GSA  and  BEC  com- 
pounded problems  in  planning  an  efficient  statewide 
building  program. 

Proposed  Approach:  Recent  legislation  merging  GSA  and 
the  Department  of  Property  and  Supplies  into  a new 
Department  of  General  Services  (DGS)  provides  a vehicle 
for  improving  the  program  but  does  not  spell  out  funda- 
mentals of  organization,  policies  and  procedures  needed 
to  centralize  the  building  construction  function. 

Basically,  building  construction  must  be  recognized  for 
its  importance  and  not  be  diluted  by  inclusion  with  other 
department  activities.  Therefore,  a separate  organization 
should  be  established  with  a deputy  secretary  exclusively 
for  this  function.  In  structuring  this  organization,  care 
should  be  taken  to  avoid  top-heavy  bureaucracy  and 
duplication  of  nontechnical  administrative  functions 
available  elsewhere  in  DGS. 

The  organization  would  be  responsible  for  complete 
execution  of  all  state  construction  projects  costing  more 
than  $25,000,  except  highway  facilities,  public  school 
buildings  or  environmental  projects.  Basic  planning,  pro- 
ject scope  and  cost  estimation  should  be  vested  in  the 
client  agencies  where  needs  are  known. 

EHowever,  their  architectural  and  engineering  staffs 
should  be  held  to  a minimum.  DGS  should  contain  lim- 
ited capability  to  provide  planning  services  to  smaller 
agencies.  Existing  project  coordination  and  control  by  the 
Budget  Office  via  the  revolving  five-year  capital  budget 
should  be  maintained.  Building  construction  should  be 
organized  as  follows: 

• Design  Bureau  — Architects,  engineers  and 
draftsmen  would  provide  in-house  work  as  well  as 
review  and  approval  of  contract  design.  There  must 
be  adequate  staff  to  handle  the  base  load  of  repair 
and  minor  construction  projects.  As  a guide  to  be 
modified  by  experience,  projects  costing  less  than 
$1  00,000  would  be  designed  in-house;  those  requir- 
ing more  than  $500,000  would  be  designed  by  con- 
tract firms;  and  intermediate  projects  would  be  as- 
signed based  on  complexity  and  the  current  work 
load. 


• Construction  Bureau  — Inspection  and  clerical  staff 
in  district  offices  would  handle  field  work  during 
construction.  In  addition,  a small  central  staff  would 
be  required.  Offices  should  be  headed  by  profession- 
als with  a working  knowledge  of  project  execution. 
Field  inspectors,  mainly  generalists,  should  be 
numerous  enough  to  handle  the  base  load.  They 
could  be  supplemented  with  contract  personnel  as 
needed. 

• Project  Management  Bureau  — A select  group  of 
professionals  would  take  individual  responsibility  for 
coordination  of  DGS  activities  and  liaison  with  client 
agencies  throughout  the  life  of  a project.  Project 
managers  would  not  be  assigned  to  minor  projects;  a 
breakpoint  of  $100,000  is  suggested.  Each  manager 
would  normally  handle  more  than  one 
intermediate-size  project.  Only  multimillion-dollar 
projects  would  justify  assignment  of  a full-time  man- 
ager and  the  most  complex  a subordinate  manager. 
During  peak  loads,  employees  could  be  temporarily 
transferred  from  other  bureaus  and  replaced  by  con- 
tract personnel. 

• Technical  Services  Bureau  — A small  diversified 
technical  staff  would  support  DGS  and  client  agen- 
cies with  planning,  design  and  construction  stan- 
dards, testing  laboratories,  outside  advisory  services, 
project  control  systems  and  technical  programs. 

• Administrative  Services  Bureau  — A central  staff 
would  perform  nontechnical  support  services  which 
cannot  be  provided  by  other  DGS  units. 

• Architects/Engineers  Selection  Committee  — Legisla- 
tion to  centralize  building  construction  within  DGS 
provides  that  five  private  individuals  would  be  desig- 
nated to  select  contract  firms. 

• Contract  Documents  Committee  — A three-  to  five- 
member  group  representing  contractor  groups  would 
advise  on  documents  as  legislation  provides. 

The  establishment  of  a unified  building  construction  or- 
ganization under  a project  management  concept,  as  out- 
lined here,  will  eliminate  the  delays  and  redundancies 
which  have  increased  costs  10%  to  20%.  Based  on  an- 
nual state  construction  expenditures  of  $100-  to  $200- 
million,  this  improved  efficiency  will  result  in  an  annual 
cost  avoidance  conservatively  projected  at  $ 10-million. 

Implementation  Strategy:  The  bill  creating  DGS  provides 
the  basis  for  implementing  the  consolidation  of  the  build- 
ing construction  function  into  a single  unit.  Other  perti- 
nent features  of  the  legislation  include  establishment  of 
the  unit's  adjunct  committees  and  retention  of  all  existing 
personnel.  Although  this  retention  requirement  will  pro- 
duce duplication  problems,  attrition  should  provide  relief 
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relatively  soon  based  on  the  large  number  of  employees 
with  advanced  seniority.  But  the  major  personnel  factor 
bearing  on  implementation  efforts  concerns  top  man- 
agement. A deputy  secretary  must  be  designated  exclu- 
sively for  building  construction.  He  and  the  selected 
bureau  directors  must  work  out  organizational,  pro- 
cedural and  policy  details,  aided  by  this  recom- 
mendation's guidelines.  An  additional  aspect  of  im- 
plementation is  the  early  and  thorough  establishment  of 
firm  lines  of  communication  with  other  state  agencies  or 
departments,  particularly  prime  clients  such  as  Welfare 
and  Education. 

342.  Expand  the  authority  of  the  proposed  building 
construction  organization  in  the  Department 
of  General  Services  in  regard  to  public  schools. 

The  state  spends  approximately  $1  50-million  annually 
for  public  school  construction.  Basic  control  for  these 
projects  is  vested  with  local  school  authorities  orthe  State 
Public  School  Building  Authority.  The  Division  of  Physi- 
cal Plant  and  Construction  in  the  Department  of  Educa- 
tion provides  guidance  and  attempts  to  ensure  that  certain 
minimum  standards  are  met.  However,  the  division  does 
not  have  sufficient  staff  to  perform  on-site  inspections. 
The  Governor's  Review  — 1972  recommended  the  use  of 
several  construction  techniques  to  reduce  state  funding 
requirements.  The  proposal  projected  an  annual  cost 
avoidance  of  approximately  $40-million.  This  projection 
is  considered  to  be  still  valid.  Benefits  would  be  realized 
through  the  use  of  the  following  construction  techniques: 

• Building  systems  design  concepts:  Use  of  low-cost, 
mass-produced  building  components. 

• Fast-track  planning:  A telescoping  of  the  design  and 
construction  process. 

• Aggregate  statewide  bidding:  Purchasing  materials 
for  school  construction  on  a volume  basis. 

While  these  techniques  are  feasible,  they  require  an  es- 
tablished engineering  organization  to  promulgate  and 
implement  such  concepts.  A building  construction  or- 
ganization has  been  proposed  as  part  of  the  new  Depart- 
ment of  General  Services  discussed  elsewhere  in  this 
report.  It  is  felt  this  organization  would  be  a logical  choice 
to  implement  new  techniques  to  reduce  the  cost  of  public 
school  construction. 

Proposed  Approach  : The  Department  of  General  Services 
should  provide  a central  source  of  building  expertise  for 
the  state.  Its  proposed  responsibilities  should  be  extended 
to  include  advisory  services  to  local  authorities  on  the 
design  and  construction  of  public  schools.  The  selection 
of  architects  and  contractors  could  be  done  locally,  but 
the  department  should  monitor  all  design  and  construc- 
tion activities. 


One  of  the  functions  which  should  be  given  priority 
would  be  the  revision  of  existing  engineering  standards 
Improved  techniques  and  procedures  should  be  made 
available  to  public  construction  projects  as  soon  as  they 
have  been  proven  effective.  Also,  field  inspections  of 
school  construction  jobs  should  be  a department  respon- 
sibility. Implementation  could  be  assigned  to  the  existing 
force  of  district  office  inspectors  in  order  to  avoid  costly 
staff  duplications.  The  Division  of  Physical  Plant  and 
Construction  in  the  Department  of  Education  should  con- 
tinue to  act  as  liaison  and  offer  guidance  to  local  school 
authorities  in  developing  building  programs.  It  would 
have  responsibility  for  school  projects  during  the  plan- 
ning phase  while  the  Department  of  General  Services 
would  assume  direction  of  the  construction  activities. 
Responsibility  for  design  and  compliance  to  established 
standards  would  remain  with  the  architect  selected  by 
local  school  authorities. 

The  Bureau  of  Technical  Services  in  the  Department  of 
General  Services  would  be  responsible  for  developing 
improved  techniques  and  procedures.  These  should  be 
made  available  for  use  in  school  construction  projects  as 
soon  as  they  have  been  sufficiently  tested. 

Implementation  Strategy:  The  secretary,  Department  of 
Education,  should  request  legislation  extending  the  re- 
sponsibilities of  the  Department  of  General  Services  to 
public  school  construction.  Firm  executive  support  will 
be  needed  to  promulgate  use  of  improved  techniques 
developed  by  the  new  department.  Conformance  to  state 
regulations  by  local  school  authorities  should  be  made  a 
basis  for  continued  state  financial  support. 

343.  Update  engineering  standards. 

There  is  general  agreement  among  state  personnel  that 
present  engineering  standards  are  badly  outdated,  result- 
ing in  unsatisfactory  project  execution.  Costs  for  in-house 
updating  and  maintenance  of  standards  are  estimated  at 
$100,000  initially  and  $20,000  per  year  thereafter. 

Proposed  Approach:  To  expedite  the  updating  of  en- 
gineering standards  and  simultaneously  minimize  costs, 
utilization  of  existing  guidelines  from  leading  industrial 
firms  is  recommended.  Such  data  are  readily  available, 
seldom  considered  proprietary  and,  normally,  are  kept 
current. 

Two  updating  approaches  should  be  considered:  review 
the  standards  of  a limited  number  of  leading  firms  and 
adopt  the  best  individual  system;  or  select  the  best  fea- 
tures from  various  systems  to  formulate  a new  set  of  state 
standards.  In  either  case,  material  must  be  screened  to 
eliminate  specifications  that  would  favor  individual 
manufacturers  or  contractors.  To  lessen  potential 
favoritism,  only  national  companies  with  minimal  direct 
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dealings  with  the  commonwealth  should  be  surveyed. 
Such  source  companies  customarily  issue  standards  revi- 
sions to  all  interested  parties.  This  method  of  attaining  and 
maintaining  engineering  standards  would  avoid  costs  of 
about  $100,000  one-time  and  $20,000  annually. 

Implementation  Strategy:  Responsibility  for  updating 
standards  should  be  assigned  to  the  proposed  Technical 
Services  Bureau  of  the  Department  of  General  Services. 
One  senior  professional  should  handle  the  total  program 
including  liaison  with  state  personnel,  industrial  firms, 
professional  societies  and  federal  agencies. 

A control  system  must  be  established  to  ensure  a thorough 
and  orderly  system  of  revisions.  To  that  end,  complete  sets 
of  standards  should  be  held  to  a minimum  with  individual 
guidelines  issued  to  architects,  engineers  and  contractors 
on  a job  basis.  Where  complete  sets  are  desired  by  out- 
side firms,  they  should  be  provided  at  a fixed  fee. 

344.  improve  the  design  criteria  for  state  building 
construction  projects. 

User  departments  have  expressed  extreme  dissatisfaction 
with  the  majority  of  recent  completed  state  building  pro- 
jects. Complaints  are  prevalent  in  several  areas.  For 
example,  basic  designs  do  not  satisfy  required  functions. 
Improper  layout  and  grading  of  grounds  result  in  surface 
water  drainage  into  facilities.  Heating  and  environmental 
control  equipment  causes  excessive  operating  costs  and 
wasted  energy.  Designs  do  not  lend  themselves  to 
economic  maintenance  and  operating  costs. 

There  are  several  factors  which  contribute  to  these  design 
problems.  The  present  fragmentation  of  responsibility  re- 
sults in  at  least  five  different  groups  participating  in  pro- 
ject design.  This  tends  to  produce  compromises  in  order 
to  accommodate  varying  viewpoints.  The  contract  en- 
gineers and  architects  often  lack  necessary  expertise 
while  state  personnel  are  hampered  by  outmoded  stan- 
dards and  a reluctance  to  experiment  with  improved 
technology.  Inadequate  preparation  regarding  project 
scope  and  cost  estimates  by  user  departments  may  result 
in  undesirable  shortcuts  to  remain  within  budget.  The 
overall  effect  has  been  to  provide  costly  facilities  which 
do  not  satisfy  basic  requirements. 

Proposed  Approach:  Corrective  action  will  require  a 
coordinated  program  to  implement  improvements  pro- 
posed elsewhere  in  the  report.  These  include  continual 
updating  of  engineering  standards,  improved  definitions 
of  project  responsibilities  and  use  of  the  project  manager 
concept.  Also,  the  recommended  merger  of  the  General 
State  Authority  and  the  Department  of  Property  and 
Supplies  will  provide  a centralized  engineering  organiza- 
tion, eliminating  the  present  separation  of  responsiblity. 
However,  the  key  factor  will  be  a clear  assignment  of 


authority  to  the  new  organization  for  implementation  of 
improved  design  standards  and  practices  through  effec- 
tive utilization  and  direction  of  contract  engineers  and 
architects.  The  financial  benefits  to  be  obtained  are  great, 
but  difficult  to  define. 

Implementation  Strategy:  The  secretary  of  the  Depart- 
ment of  General  Services  must  take  the  lead  in  establish- 
ing and  implementing  agency  and  department  respon- 
sibilities in  regard  to  overall  project  execution.  A system 
of  interdepartmental  engineering  liaison  should  be  de- 
veloped to  provide  an  effective  exchange  of  information. 

345.  Improve  the  administrative  procedures  for  all 
phases  of  capital  building  projects. 

All  areas  of  state  government  have  expressed  dissatisfac- 
tion with  the  costly  and  inefficient  execution  of  capital 
building  projects.  Some  of  the  complaints  include: 

• Misleading  titles  which  do  not  describe  the  intent  of 
the  project  accurately. 

• Lack  of  firm  financial  data  on  the  project  justification 
form.  Improved  information  is  needed  in  regard  to 
cost  estimates  and  justification  for  such  expenditures. 
Also,  total  costs  for  multi-phase  programs  are  not 
provided. 

• Inability  of  the  Office  of  the  Budget  to  act  effectively 
as  a fiscal  control  over  projects  because  of  insuffi- 
cient information. 

• Poorly  defined  areas  of  responsibility  which  result  in 
gaps  and  duplications  in  the  management  of  various 
elements  of  the  project. 

• Authorization  of  marginal  or  unnecessary  facilities  at 
the  expense  of  more  justifiable  programs  because  of 
these  procedural  deficiencies. 

Proposed  Approach:  The  key  to  improving  procedures  is 
to  upgrade  the  existing  project  justification  form  and 
clarify  responsibilities  of  the  agencies  involved.  This 
should  provide  more  meaningful  evaluations  and  stream- 
line the  decision-making  process. 

The  requesting  agency  should  prepare  the  project  justifi- 
cation form  and  submit  it  to  the  Office  of  the  Budget  for 
consideration.  The  form  should  be  limited  to  a single 
standard  sheet  showing  the  following  information:  loca- 
tion, department  and  date;  short,  descriptive  title  to  be 
used  in  EDP  printout;  cost  estimate  reliable  to  within  25% 
with  basis  for  calculations;  concise  description  of  pro- 
posed project  and  its  benefits;  and  pertinent  comments 
on  time  requirements. 

Once  the  forms  have  been  received,  the  Office  of  the 
Budget  will  review  total  requests  with  appropriate  agen- 
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cies  and  prepare  a capital  budget  commensurate  with 
available  resources.  Rejected  requests  will  be  returned  to 
the  agencies  tor  resubmission  in  the  next  capital  program. 
When  funding  has  been  provided  by  the  General  Assem- 
bly, the  requesting  agency  will  prepare  a detailed  descrip- 
tion of  the  project  and  submit  it  to  the  Department  of 
General  Services.  This  should  be  done  within  30  days. 
The  department  will  be  responsible  for  determining 
whether  to  execute  the  necessary  designs  in-house  or 
contract  them  to  an  architect/engineer.  If  cost  estimates 
exceed  appropriations,  the  department  will  work  with  the 
Office  of  the  Budget  and  the  requesting  agency  to  reduce 
costs  or  obtain  additional  financing. 

Every  quarter,  the  Department  of  General  Services  should 
prepare  a report  on  the  status  of  all  projects  authorized  by 
the  General  Assembly.  It  should  identify  both  original  and 
revised  cost  estimates  as  well  as  reasons  for  any  changes 
in  scope,  cost  estimates  or  completion  schedules. 

Implementation  of  this  procedure  will  provide  a basic 
tool  for  effective  evaluation  and  consideration  of  capital 
requests.  While  benefits  should  be  significant,  they  can- 
not be  quantified.  No  additional  cost  is  anticipated. 

Implementation  Strategy:  This  proposal  should  be  re- 
viewed by  the  Office  of  the  Budget,  the  Department  of 
General  Services  and  principal  requesting  agencies.  Fol- 
lowing approval  by  the  Governor's  Office,  the  adminis- 
trative procedures  should  be  acted  upon  by  the  Office  of 
Administration. 

346.  Restructure  the  Bureau  of  Real  Estate  as  a divi- 
sion reporting  to  the  Bureau  of  Space  and 
Facilities  Management. 

The  primary  function  of  the  Bureau  of  Real  Estate  is  to 
negotiate  leases  for  the  state.  At  present,  there  are  approx- 
imately 2,000  leases  outstanding  worth  approximately 
$25-million  per  year.  However,  there  is  no  overall  land 
and  space  management  program  to  ensure  that  state- 
owned  and  leased  facilities  are  being  fully  utilized. 

The  Bureau  of  Space  and  Facilities  Management  has  un- 
dertaken a comprehensive  computer  program  to  identify 
and  index  state-owned  and  leased  property.  Unfortu- 
nately, a lack  of  coordination  between  the  two  bureaus 
has  resulted  in  new  leases  being  negotiated  without  tak- 
ing into  consideration  available  state  space.  The  result 
has  been  unnecessary  expenditures  and  underutilized 
facilities. 

Proposed  Approach:  To  carry  out  an  effective  land  and 
space  management  program,  all  state-owned  and  leased 
property  must  be  identified  and  programmed  into  the 
computer  system.  Restructuring  the  Bureau  of  Real  Estate 
as  a division  reporting  to  Space  and  Facilities  Manage- 
ment will  provide  uniform  control  of  state  properties.  The 


Bureau  of  Space  and  Facilities  Mangement  will  still  be 
dependent  on  the  various  departments,  boards  and  com- 
missions to  advise  it  when  space  becomes  available.  To 
ensure  that  computer  data  are  as  current  as  possible,  one 
person  should  be  designated  in  the  proposed  division  to 
inspect  all  state  land  and  space  and  update  existing  in- 
formation. Based  on  a review  of  available  space,  full 
utilization  of  state  properties  could  reduce  current  leasing 
costs  by  at  least  20%,  or  $5-mi  I lion  annually. 

Implementation  Strategy:  With  the  Governor's  approval, 
the  secretary,  Department  of  Property  and  Supplies, 
should  adopt  a policy  to  give  existing  state  space  priority 
over  additional  leased  property  in  filling  requests  for 
space.  The  director,  Bureau  of  Space  and  Facilities  Man- 
agement, should  develop  procedures  to  compare  re- 
quests with  a computerized  inventory  of  available 
facilities.  Methods  should  be  explored  to  eliminate  as 
many  leased  properties  as  possible.  This  approach  would 
include  relocating  operations  in  state-owned  property 
whenever  feasible.  Quarterly  reports  should  be  prepared 
by  the  bureau  to  report  the  status  in  regard  to  meeting 
these  objectives. 

347.  Establish  a Real  Estate  Management  Section 
within  the  Bureau  of  Real  Estate. 

Pennsylvania  now  owns  approximately  3.5-million  acres 
of  real  estate.  However,  this  land  has  been  accumulated 
by  various  departments  and  commissions  without  the 
benefit  of  clear  administrative  and  planning  policies.  As  a 
result,  much  of  the  property  is  poorly  utilized. 

Proposed  Approach:  To  ensure  centralized  control  of 
state  land,  a Real  Estate  Management  Section  should  be 
established  within  the  Bureau  of  Real  Estate.  The  various 
departments  and  commissions  should  designate  a repre- 
sentative to  meet  with  section  personnel  on  a regular 
basis.  The  purpose  would  be  to  develop  goals  and  long- 
range  plans  for  maximum  utilization  or  profitable  dis- 
posal of  state-owned  real  estate,  hands  not  suitable  for 
planned  or  projected  needs  should  be  released  to  the 
Department  of  Property  and  Supplies  for  sale  or  lease. 
Based  on  a sampling  of  underutilized  property,  the  state 
could  realize  a one-time  income  of  at  least  $28. 9-million. 
Overall  potential  cannot  be  estimated  from  available 
data. 

Implementation  Strategy:  The  Governor  should  establish 
a policy  for  effective  real  estate  utilization.  Implementa- 
tion would  require  the  secretary,  Department  of  Property 
and  Supplies,  to  authorize  the  establishment  of  a Real 
Estate  Management  Section  in  the  Bureau  of  Real  Estate. 
At  the  request  of  the  Governor,  all  agencies  and  depart- 
ments which  control  state-owned  real  estate  should  de- 
signate a representative  to  meet  with  section  personnel  on 
a regular  basis.  Objectives  and  long-range  plans  should 
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be  established  for  all  state-owned  real  estate.  Any  pro- 
posed sales  will  require  legislative  approval. 

348.  Sell  surplus  land  at  the  Philadelphia  State  Hos- 
pital for  not  less  than  the  appraised  value. 

There  are  approximately  828  acres  of  surplus  land  at  this 
hospital  which  have  an  appraised  value  of  $35,000  per 
acre.  Since  the  hospital  has  no  foreseeable  use  for  this 
land,  it  should  be  sold. 

Proposed  Approach:  A land  development  firm  should  be 
retained  to  determine  the  best  possible  utilization  of  the 
property.  As  the  surrounding  area  is  commercial  and 
industrial,  the  acreage  might  be  offered  for  development 
as  an  industrial  park.  Implementation  would  provide  a 
one-time  income  of  at  least  $29-mi  1 1 ion.  This  income 
should  not  be  utilized  for  current  expenses. 

Implementation  Strategy:  The  Governor  should  direct  the 
Department  of  Public  Welfare  to  turn  this  surplus  land 
over  to  the  Department  of  Property  and  Supplies.  The 
Bureau  of  Real  Estate  should  engage  a land  development 
firm  to  recommend  possible  uses  for  the  property.  Once 
an  appraisal  has  been  completed,  the  land  should  be  sold. 
The  Governor  and  the  two  secretaries  should  meet  with 
Senate  representatives  to  gain  legislative  cooperation. 

349.  Eliminate  the  six  field  representatives  in  the 
Bureau  of  Real  Estate. 

Six  of  the  bureau's  1 7 employees  work  in  the  field,  nego- 
tiating leases  outside  of  the  Harrisburg  area.  Supervision 
of  these  representatives  is  difficult  and  it  is  doubtful  that 
their  activities  constitute  full-time  employment. 

Proposed  Approach:  All  lease  requirements  outside  of  the 
Harrisburg  area  should  be  handled  through  local  real 
estate  agents  and  brokers.  This  should  be  done  in  coordi- 
nation with  local  realty  boards  and  lists  of  approved 
realtors  should  be  compiled  by  the  bureau.  As  requests  for 
space  are  approved,  the  bureau  would  foreward  specifi- 
cations to  those  realtors  who  would  prepare  written  pro- 
posals on  suitable  properties.  A representative  from  the 
bureau  and  the  requesting  state  agency  could  then  in- 
spect such  facilities  and  negotiate  leases.  Improved 
scheduling  would  eliminate  unnecessary  travel  when  in- 
specting properties  outside  of  Harrisburg.  Implementa- 
tion would  save  approximately  $79,000  annually  in 
salaries  and  expenses. 

Implementation  Strategy:  With  approval  from  the  secre- 
tary, Department  of  Property  and  Supplies,  the  bureau 
director  should  terminate  the  six  field  representatives  and 
centralize  state  lease  activities  within  his  organization. 
Use  of  properly  designed  forms  and  delegation  of  certain 
responsibilities  to  the  administrative  and  office  managers 
will  permitthechiefofthe  Leasingand  Contracts  Division 


to  function  as  a field  representative  for  Harrisburg.  The 
proposed  changes  should  be  accomplished  as  quickly  as 
possible. 

350.  Consolidate  the  Bureau  of  Management  Ser- 
vices' Warehouse  Division  with  the  Bureau  of 
Surplus  Property. 

The  state  is  currently  suffering  from  fragmented  ware- 
house and  storekeeping  responsibilities.  There  is  little 
coordination  of  material  management.  Within  this  de- 
partment, there  are  two  warehouse  organizations  — one 
under  the  Bureau  of  Management  Services,  one  in  Surplus 
Property.  These  operations  are  quite  similar: 

• Both  distribute  goods  among  state  agencies. 

• They  are  co-located  and  have  nearly  identical  job 
classifications  and  material  handling  equipment. 

• Each  uses  the  correctional  industries'  vehicles  for 
deliveries. 

• Both  are  significant  to  any  current  material  manage- 
ment efforts. 

The  present  splintering  of  warehouse  responsibilities 
causes  organizational  confusion  and  duplication  of  effort, 
thereby  frustrating  establishment  of  a total  material  man- 
agement system.  That  goal  is  further  hampered  because 
the  Bureau  of  Purchases,  which  can  best  analyze  what 
commodities  to  warehouse,  has  no  formal  input  on  ware- 
housing decisions.  Warehouse  inventories,  geographic 
distribution  and  department  use  patterns  should  trigger 
certain  purchasing  decisions,  but  there  is  no  routine  feed- 
backofsuch  information.  No  one  collects  data  on  miscel- 
laneous or  field  limited  purchase  orders  under  $300. 
There  is  no  analytical  comparison  between  what  is  being 
declared  surplus  or  unserviceable,  and  what  is  being 
ordered  new.  The  bureaus  operate  as  if  independent 
rather  than  interrelated. 

Proposed  Approach:  Many  of  the  problems  resulting  from 
disparate  warehousing  functions  can  be  solved  by  trans- 
ferring the  Management  Services  Warehouse  Division 
into  Surplus  Property.  This  will  establish  the  basis  for 
centralized  management  responsibility,  authority  and 
accountability.  It  will  also  facilitate  the  development  of 
procedures  for  regular  consultation  and  data  exchanges 
between  the  Bureau  of  Purchases  and  the  warehouse 
operation.  This  is  essential  to  creation  of  a successful 
material  management  system. 

Under  this  proposed  consolidation  of  warehouse  func- 
tions, the  total  personnel  complement  would  report  to  a 
common  office,  thereby  requiring  less  supervision  and 
clerical  help.  The  current  combined  manpower  of  23 
could  be  cut  by  one  warehouse  superintendent  and  three 
clerks,  for  a total  annual  saving  of  $44,000. 


These  proposed  changes  set  an  example  for  combining 
warehouses  across  the  state,  wherever  economical  and 
efficient  consolidation  is  feasible. 

Implementation  Strategy:  The  department  secretary 
should  issue  a statement  defining  the  need  for  streamlin- 
ing the  material  management  process  and  how  con- 
solidating warehouse  operations  will  accomplish  that.  It 
should  outline  the  changes  to  take  place  and  the  respon- 
sibilities of  each  operating  group.  The  statement  should 
also  establish  a timetable  for  the  changes. 

An  implementation  committee  consisting  of  the  two  de- 
puty secretaries  plus  a person  designated  by  the  secretary 
to  act  as  coordinator  should  be  established.  This  commit- 
tee should  be  abolished  when  the  organizational  changes 
are  complete.  Some  of  the  committee  functions  would 
be: 

• Develop  a checklist  of  actions  to  be  achieved. 

• Survey  warehouse  layout  and  define  office  and  shop 
needs. 

• Develop  a training  program  to  explain  to  employees 
the  value  of  improved  material  management. 

351 . Eliminate  three  positions  from  the  storeroom  in 
the  Bureau  of  Grounds  and  Buildings. 

The  bureau  storeroom  is  manned  by  five  people.  Inven- 
tory is  made  up  mostly  of  small  items  for  custodial  and 
maintenance  work.  Bureau  activities  average  25  transac- 
tions per  day. 

Proposed  Approach:  The  present  staffing  level  is  far  too 
high  for  the  work  load  involved.  Both  receipt  and  dis- 
bursement of  inventory  items  could  be  handled  by  two 
employees.  The  proposed  reduction  of  three  positions  — 
a storekeeper  and  two  clerks  — would  provide  an  annual 
saving  of  approximately  $32,000. 

Implementation  Strategy:  The  bureau  director  should  au- 
thorize the  elimination  of  these  three  positions. 

352.  Incorporate  all  security  forces  employed  by  the 
state  under  the  Capitol  Police  Force. 

The  Bureau  of  General  Services  in  the  Department  of 
Property  and  Supplies  has  the  mandated  responsibility  to 
provide  police  protection  for  all  state  buildings  and 
grounds.  However,  over  the  years,  this  duty  has  been 
abrogated  to  exclude  all  properties  outside  Harrisburg  as 
well  as  several  within  the  capitol.  Presently,  these  areas 
are  protected  by  the  100  guards  employed  by  individual 
state  agencies  or  by  a private  security  firm  which  holds 
three  contracts  worth  more  than  $71,000  annually.  This 
fragmentation  is  inherently  inefficient  and  uneconomi- 
cal. Furthermore,  it  provides  no  means  of  ensuring  that 
security  personnel  are  of  sufficient  caliber. 


Proposed  Approach:  For  maximum  efficiency,  economy 
and  quality,  all  security  forces  should  be  incorporated 
under  the  Capitol  Police  within  six  months.  Whether  the 
absorbed  personnel  remain  security  people  or  are  up- 
graded to  police  officers  would  be  determined  by  civil 
service  testing.  The  incorporated  security  men  would 
constitute  a fourth  police  platoon.  They  would  continue 
to  handle  their  current  responsibilities  except  for  any 
within  the  capitol  complex.  Those  duties  would  be  as- 
sumed by  the  existing  police  organization,  somewhat 
augmented.  The  proposed  fourth  platoon  would  need 
additional  training  to  reach  the  standards  of  the  Capitol 
Police  Force.  Special  effort  would  be  required  to  absorb 
the  security  element  at  the  William  Penn  Memorial 
Museum  because  of  a disparity  in  wages  and  the  nature  of 
the  work. 

The  consolidation  of  security  forces  would  produce  better 
qualified  officers  statewide  to  handle  traffic  problems  and 
emergencies  such  as  bomb  threats,  crowd  control  and 
first  aid.  It  would  mean  professional  police  supervision 
over  all  security  functions. 

Within  the  three-county  capitol  area,  there  are  75  security 
positions  which  the  Capitol  Police  Force  believes  can  be 
covered  with  fewer  personnel  once  administrative  func- 
tions are  assumed  by  their  present  staff.  Then,  adequate 
protection  could  be  provided  with  just  65  officers,  for  a 
saving  of  $70,000  yearly. 

Creation  of  a combined  police  organization  would  also 
permit  cancellation  of  two  security  contracts  costing 
nearly  $42,000.  The  bulk  purchase  of  uniforms  would 
provide  additional  savings  of  $10,000.  The  total  savings 
from  consolidation  of  the  security  forces  would  amount  to 
almost  $122,000  annually. 

Implementation  Strategy:  An  executive  order  should  be 
drafted  by  the  secretary,  Property  and  Supplies,  to  be 
issued  by  the  Governor,  directing  the  transfer  of  all  re- 
sponsibility, operating  funds  and  personnel  spaces  for 
state  security  to  the  Bureau  of  General  Services. 

Coordination  of  the  consolidation  should  be  the  respon- 
sibility of  the  bureau  director.  He  should  arrange  with  the 
Civil  Service  Commission  for  present  security  personnel 
to  be  tested.  Those  who  pass  should  be  admitted  to  the 
Capitol  Police  Force.  Those  who  fail  should  be  reassigned 
by  their  parent  department.  The  vacancy  would  then  be 
transferred  to  the  Bureau  of  General  Services  and  filled 
from  the  current  list  of  eligibles. 

The  transfer  of  personnel  and  operating  funds  would  be 
accomplished  by  the  appropriate  personnel  officers  and 
comptrollers.  The  Civil  Service  Commission  would  grant, 
on  a one-time  basis,  civil  service  probationary  status  to 
those  who  pass  the  police  officer  examination. 
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353.  Charge  all  state  employees  $20  monthly  for 
parking. 

The  capital  complex  contains  limited  parking  spaces. 
These  are  provided  free  to  specific  employees.  The  prac- 
tice creates  animosity  among  less  favored  workers.  Be- 
yond that,  87%  of  the  available  spaces  are  filled  by 
single-occupant  cars.  This  reflects  both  space  and  energy 
waste. 

Proposed  Approach:  State  employees  should  be  given 
equal  opportunity  to  park  — and  to  pay  for  it.  There  are 
4,250  spaces  for  parking  which  cost  the  state  $303,500  a 
year  in  rent,  plus  the  cost  of  police  supervision,  issuance 
of  decals  and  attendant  paperwork.  Charging  $20  per 
month  per  space  would  produce  annual  income  of  more 
than  $1 -million,  easily  offsetting  those  costs.  Yet  the  fee  is 
reasonable  since  it  averages  less  than  a dollar  per  day, 
only  40%  of  the  cost  of  public  parking.  A parking  charge 
would  bring  an  additional  benefit  in  the  form  of  increased 
car  pooling. 

Implementation  Strategy:  The  secretary,  Property  and 
Supplies,  should  seek  a ruling  by  the  attorney  general  on 
the  constitutionality  of  a charge  for  parking  space.  A 
directive  should  then  be  issued  by  the  Governor's  Office 
to  all  agencies  specifying  a date  when  employees  would 
have  to  pay  for  parking  spaces.  They  could  sign  a simple 
form  authorizing  a payroll  deduction.  The  same  form 
could  contain  the  individual's  work  location  and  parking 
lot  choices. 

354.  Self-insure  state  motor  vehicles. 

The  present  motor  vehicle  insurance  policy  stipulates 
1976  and  1977  premiums  averaging  more  than  $1- 
million.  These  premiums  are  deemed  excessive  since 
costs  for  claims  averaged  just  $490,000  over  a recent 
two-year  period.  Also,  the  insurance  company  is  not  pro- 
viding sufficient  data  for  the  bureau  to  establish  a loss 
control  program  — a goal  further  hampered  by  lack  of 
in-house  loss  expertise.  An  additional  difficulty  is  the  lack 
of  a bureau  director. 

Proposed  Approach:  The  vacant  director's  position 
should  be  filled  by  an  experienced  loss/risk  manager  with 
self-insurance  knowledge.  When  the  current  policy  year 
ends,  the  director  should  cancel  the  motor  vehicle  policy 
and  institute  a self-insurance  program.  The  program 
would  require  establishment  of  a claims  unit  of  two  pro- 
fessional adjusters  at  $16,000  each  with  combined  auto 
expenses  of  $2,600  yearly.  Total  annual  costs  would  be 
$34,600. 

Motor  vehicle  claims  cost  an  average  of  $490,000  a year. 
Under  Pennsylvania's  newly  enacted  no-fault  insurance 
law,  future  expenses  are  expected  to  drop  15%  to 
$41 6,000.  With  a self-insurance  program,  the  state's  total 


liability  will  be  even  less  because  state  employee  claim- 
ants can  be  indemnified  by  workmen's  compensation. 
Based  on  the  1975-76  premiums  of  more  than  $1  -million, 
annual  savings  will  be  at  least  $642,000  for  an  annual  net 
benefit  of  $607,000. 

Implementation  Strategy:  The  secretary,  Property  and 
Supplies,  should  hire  a loss/risk  manager  as  bureau  direc- 
tor and  initiate  a program  for  self-insuring  state  vehicles  at 
the  end  of  this  policy  year.  A claims  unit  must  be  estab- 
lished and  staffed  with  two  experienced  adjusters.  The 
unit's  clerical  needs  can  be  handled  by  the  present  staff. 

Also,  the  secretary  should  seek  authority  to  pay  self- 
insurance  claims  by  advocating  legislative  amendment  of 
the  state  insurance  fund  law.  Meanwhile,  a claim  pay- 
ment procedure  will  have  to  be  developed  with  the  state 
comptroller. 

355.  Self-insure  miscellaneous  liabilities  up  to  a 
$300,000  limit. 

The  state  has  many  insurance  policies  covering  miscel- 
laneous liabilities.  Maintaining  a multitude  of  relatively 
small  policies  is  inherently  uneconomical  and  inefficient. 
Moreover,  self-insurance  could  cover  these  liabilities  at 
substantial  savings  to  the  state. 

Proposed  Approach:  The  bureau  should  establish  a self- 
insurance  program  and  cancel  all  policies  with  a liability 
limit  of  $300,000  or  less.  In  cases  where  coverage  ex- 
ceeds this  amount,  the  added  protection  should  be  pur- 
chased. Each  instance  of  such  coverage  should  be 
examined  for  its  necessity.  Numerous  liabilities  can  be 
combined  on  one  excess  insurance  policy. 

Presently,  the  state  is  paying  about  $181,400  in  annual 
premiums  on  the  19  miscellaneous  policies  which  have 
been  examined.  Replacing  them  with  self-insurance 
would  produce  estimated  savings  of  50%,  or  $90,700  per 
year.  Furthermore,  if  this  approach  is  extended  to  all 
remaining  casualty  policies,  annual  savings  could  be 
$400,000  to  $500,000,  but  this  amount  is  not  claimed. 

Implementation  Strategy:  The  department  secretary 
should  direct  that  miscellaneous  liabilities  are  to  be  self- 
insured  up  to  $300,000.  The  bureau  director  should  re- 
view all  insurance  policies  and  begin  self-insuring 
liabilities  at  policy  expiration.  Before  excess  insurance  is 
purchased,  risk  and  coverage  factors  should  be  examined 
and  adjustments  made.  After  determining  excess  cover- 
age needs,  consolidate  as  many  liabilities  as  possible 
under  one  policy. 

356.  Renegotiate  several  basic  provisions  of  the 
state's  group  life  insurance  policy. 

Although  the  state's  group  life  insurance  policy  is  basi- 
cally adequate,  it  has  provisions  which  could  be  altered 
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for  significant  savings.  Currently,  however,  the  state  is  in  a 
weak  negotiating  position  with  the  carrier  due  to  late 
premium  payments.  Nevertheless,  the  following  prob- 
lems deserve  negotiation: 

• The  annual  premium  is  clearly  too  high.  This  can  be 
seen  in  the  large  year-end  dividend  of  almost  10%. 
The  dividend  is  a refund  of  the  premium  amount  less 
all  claim  costs  and  expenses.  It  should  not  exceed  2% 
because  most  life  insurance  losses  are  fairly  easy  to 
project. 

• The  waiver  of  premium  reserve  factor  is  excessive. 
When  an  insured  is  disabled,  his  premiums  are 
waived  and  continued  insurance  protection  is 
guaranteed  by  placing  an  amount  equal  to  75%  of 
policy  face  value  in  reserve.  This  75%  factor  is  too 
great  because  policy  value  is  halved  at  age  65. 

• The  "other  expense"  charge  of  1%  is  subject  to  re- 
duction. The  charge  covers  the  cost  of  administrative 
procedures  — many  of  which  are  currently  dupli- 
cated by  the  state. 

Proposed  Approach:  The  premium  should  be  established 
on  past  claim  costs  without  the  addition  of  an  exorbitant 
margin.  This  can  best  be  done  by  demanding  quarterly 
rate  review  and  adjustment.  That  should  keep  premium 
payments  down  and,  subsequently,  reduce  the  annual 
dividend  from  1 0%  to  no  more  than  2%.  Though  the  state 
would  no  longer  receive  outsized  year-end  dividends,  it 
would  have  the  use  of  those  same  funds  throughout  the 
year.  In  1973-74,  this  would  have  allowed  the  state  to 
invest  about  $340,000  for  the  entire  year.  At  6%  interest, 
added  income  would  be  $20,400. 

The  waiver  of  premium  reserve  factor  should  not  be 
higher  than  55%.  If  that  factor  were  used,  more  than 
$1 -million  could  be  released  to  the  state  from  the  pres- 
ently oversupplied  reserves.  Furthermore,  since  there  are 
about  520  new  waiver  cases  yearly  on  policies  averaging 
$1 0,000,  reduction  of  the  reserve  factor  from  75%  to  55% 
of  face  value  will  save  the  state  $1 . 04-million  per  year. 

Except  for  issuing  benefit  checks,  handling  disputed 
claims  and  approving  premium  waivers,  the  state  self- 
administers  the  life  insurance  program.  The  Bureau  of 
Insurance  duplicates  its  files  and  sends  them  to  the  carrier 
for  issuance  of  death  benefit  checks.  To  eliminate  this 
redundancy,  a draft  book  system  should  be  initiated 
whereby  the  bureau  can  issue  carrier  checks  to  pay  non- 
disputed  death  claims  directly.  To  reduce  disputed  claims 
and  the  resulting  carrier  work  load,  state  employees 
should  be  required  to  designate  a beneficiary.  These  ac- 
tions would  enable  the  state  to  negotiate  a reduction  of 
the  "other  expense"  charge  from  1 % to  0.5%  for  savings 
of  $45,000  per  year. 


Implementation  Strategy:  Under  the  direction  of  the  de- 
partment secretary,  the  bureau  director  and  state  comp- 
troller should  meet  with  carrier  representatives  to 
negotiate  the  three  points  of  this  recommendation.  The 
changes  are  fair  and  equitable.  If  the  company  refuses  to 
agree,  the  bureau  director  should  begin  discussions  with 
other  reputable  carriers. 

When  rates  are  reviewed  quarterly,  the  comptroller  will 
have  to  ensure  on-time  premium  payments.  Payments 
should  be  made  promptly  from  the  general  fund  which 
would  be  reimbursed  through  accounting  procedures  in- 
stead of  actual  check  transmittals. 

After  briefing  union  officials,  the  bureau  should  distribute 
forms  to  all  departments  and  agencies  with  instructions  to 
have  each  employee  name  a life  insurance  beneficiary. 
The  form  should  be  placed  in  the  employee's  personal 
file. 

357.  Improve  administrative  procedures  for  the 
health  insurance  program  and  transfer  respon- 
sibility for  employee  benefits  to  the  Bureau  of 
Insurance. 

With  the  exception  of  employee  benefit  programs,  the 
Bureau  of  Insurance  is  responsible  for  all  insurance  cov- 
erage required  by  the  state.  In  regard  to  employee  bene- 
fits, Pennsylvania  spent  approximately  $45-million  for 
health  insurance  coverage  for  eligible  employees  and 
their  dependents  in  fiscal  1 975.  At  present,  the  state  does 
not  have  an  effective  review  procedure  to  recover  pay- 
ments for  ineligible  employees.  Also,  the  present  cost 
accounting  system  results  in  unnecessary  paperwork  and 
delay. 

Proposed  Approach:  To  provide  more  effective  control  of 
the  overall  insurance  needs  of  the  state,  responsibility  for 
the  employee  benefit  programs  should  be  transferred 
from  the  Bureau  of  Personnel  in  the  Office  of  Administra- 
tion to  the  Bureau  of  Insurance. 

As  a means  of  recovering  erroneous  payments,  the  state 
should  institute  an  early  termination  reporting  procedure 
with  the  carrier.  Reports  should  be  submitted  daily,  if 
possible,  but  no  longer  than  a week  apart.  Establishing  an 
earlier  coverage  termination  date  would  provide  substan- 
tial premium  reductions.  Also,  the  state  should  check  the 
claims  charged  to  its  experience  on  a quarterly  basis  to 
determine  if  claimants  were  eligible  when  services  were 
rendered.  If  these  reviews  show  a substantial  proportion 
of  erroneous  charges,  the  state  should  negotiate  with  the 
carrier  for  credit.  In  this  regard,  the  state  must  be  able  to 
show  that  notification  of  the  termination  of  coverage  was 
made  on  a timely  basis. 

Since  the  existing  benefit  program  is  based  on  cost-plus 
schedules,  the  state  should  alter  its  cost  accounting  pro- 
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cedure  to  eliminate  the  per-employee  premium  rate.  In- 
stead, a total  monthly  premium  should  be  established 
based  on  the  previous  month's  claim  experience.  Im- 
plementation will  give  the  state  better  control  over  reten- 
tion charges  as  well  as  open  and  unreported  reserve 
balances.  Better  retention  charges  could  then  be 
negotiated  with  the  carrier.  It  is  anticipated  that  these 
changes  will  reduce  overall  premium  expenditures  by  2% 
or  $1 .04-million  annually. 

Implementation  Strategy:  The  Governor  should  authorize 
the  transfer  of  the  employee  benefits  program  to  the 
Bureau  of  Insurance.  The  bureau  director  would  be  re- 
sponsible for  negotiating  the  proposed  changes  with  the 
insurance  carrier.  A special  division  should  be  estab- 
lished in  the  bureau  to  administer  the  employee  benefit 
programs. 

358.  Reduce  the  number  of  purchase  requisitions 
initiated  and  generated  in  the  Bureau  of 
Grounds  and  Buildings. 

The  bureau's  Maintenance  Division  does  repair  work  in 
1 3 state  buildings.  However,  the  use  of  present  procure- 
ment procedures  to  obtain  supplies  for  minor  jobs  causes 
unnecessary  expense  and  delays.  In  fiscal  1975,  the 
bureau  processed  more  than  1 ,700  purchase  requisitions 
- most  of  them  for  low-cost  maintenance  items.  A study 
showed  that  75%  were  written  for  materials  costing  less 
than  $100;  20%  for  items  between  $100  and  $500;  and 
the  remainder  for  purchases  in  excess  of  $500. 

Proposed  Approach:  The  bureau  should  implement  an 
advancement  account  system  to  eliminate  purchase  or- 
ders for  low-cost  items.  The  procedure  would  involve 
establishing  a checking  account  with  a $1 ,000  balance  at 
a local  bank.  The  balance  would  be  kept  at  the  $1,000 
level  through  continuous  Treasury  Department  audits. 
The  bureau  director  or  his  designee  would  be  responsible 
for  writing  checks  on  the  account  to  cover  small  pur- 
chases. Implementation  would  make  it  possible  to  elimi- 
nate a clerical  position  for  an  annual  salary  saving  of 
$11,000  including  benefits. 

Implementation  Strategy:  Authorization  for  use  of  the 
system  would  have  to  be  obtained  from  the  Governor,  the 
Office  of  Administration  in  the  Bureau  of  Financial  Man- 
agement and  the  secretary,  Department  of  Property  and 
Supplies.  A form  is  available  to  secure  such  permission. 
Supplies  purchased  under  the  system  could  be  picked  up 
for  delivery  in  one  of  the  bureau's  fleet  of  29  vehicles. 

359.  Reduce  outside  service  contract  expenditures. 

Maintenance  service  contracts  cost  the  bureau  $41 1 ,000 
over  a three-year  period,  including  $121,000  for  fiscal 
1975.  The  service  is  used  to  keep  the  automatic  tempera- 
ture control  system  operating  efficiently.  The  bureau  also 


employs  two  technicians  and  a supervisor  to  perform 
day-to-day  maintenance  tasks. 

Proposed  Approach:  Adding  three  people  to  the  existing 
staff  would  make  it  possible  to  perform  the  contracted 
service  work  in-house.  There  would  be  a one-time  cost  of 
$3,000  to  provide  training  in  automatic  temperature  con- 
trols while  annual  salary  costs  are  estimated  at  $37,200 
with  benefits.  It  would  also  be  necessary  to  provide  a parts 
inventory  at  an  annual  cost  of  $1 0,000.  However,  the  net 
annual  savings  over  average  yearly  contract  expenditures 
would  be  $89,800. 

Implementation  Strategy:  The  bureau  director  should  de- 
velop required  job  descriptions  and  salary  ranges.  He 
should  also  recruit  appropriate  personnel  and  provide 
them  with  required  training. 

360.  Reduce  the  number  of  invitation-to-bid  copies 
sent  to  vendors  from  three  to  one. 

The  printing  and  mailing  facility  operated  by  the  Bureau 
of  Management  Services  expends  85%  of  its  time  and 
capacity  producing  bid  invitations  for  the  Bureau  of  Pur- 
chases. This  is  largely  due  to  the  supposed  need  to  pro- 
vide three  copies  of  an  invitation  to  each  vendor,  based 
on  faulty  interpretation  of  an  administrative  code  section 
by  the  Bureau  of  Purchases.  Nowhere  does  that  section 
specify  the  mailing  of  three  copies  nor  the  inclusion  of  a 
postpaid  return  envelope. 

Last  year,  printing  and  mailing  costs  incurred  by  the 
Bureau  of  Purchases  were  $1 24,000,  and  postage  was  an 
additional  $77,000.  Much  of  this  expense  is  attributable 
to  the  three-copy  procedure.  Furthermore,  the  state's  field 
purchase  manual  mirrors  that  procedure  by  requiring 
other  state  agencies  to  mail  multiple  copies  of  bid  invita- 
tions and  property  sale  notices. 

Proposed  Approach:  Print  and  mail  only  one  copy  of  an 
invitation  to  each  vendor.  A responding  vendor  would 
have  to  copy  that  original  and  return  both  at  his  expense. 
Totally  unresponsive  vendors  should  be  removed  from 
the  mailing  list.  Mailing  single  invitations  would  allow 
utilization  of  the  automatic  folder-inserter  and  a smaller 
envelope. 

Implementation  of  these  actions  would  cut  printing  and 
postage  costs  by  two-thirds  and  reduce  work  volume 
enough  to  permit  elimination  of  one  addressograph 
machine  operator  and  one  bindery  worker.  Total  annual 
savings  from  this  recommendation  would  be  $169,000. 
Additional  but  undetermined  savings  will  result  by  dis- 
continuing similar  multiple-copy  mailings  by  other  state 
agencies. 

Implementation  Strategy:  To  demonstrate  that  the  ad- 
ministrative code  does  not  require  the  present  three-copy 


procedure,  a definitive  interpretation  must  be  sought  by 
the  department  secretary  from  the  state's  attorney  gener- 
al. When  a favorable  ruling  is  received,  the  purchasing 
director  should  institute  the  new  procedures  and  revise 
related  sections  of  the  field  purchase  manual. 

361 . Group  1 0 or  more  people  on  flights  to  the  same 
destination. 

The  Travel  Office  issues  8,400  air  travel  tickets  annually. 
Presently,  state  employees  and  legislators  book  flights  at 
their  convenience.  This  prevents  the  Travel  Office  from 
taking  advantage  of  group  rates  and  allows  employees  to 
incur  unnecessary  overnight  expenses.  The  daily  flights  to 
Pittsburgh  and  Erie  offer  one-third  discounts  to  single- 
flight groups  of  10  or  more  passengers. 

Proposed  Approach:  To  ensure  that  Pennsylvania  re- 
ceives all  available  group  discounts,  travelers  must  in- 
form the  Travel  Office  at  least  three  working  days  before 
desired  departure.  The  office  will  notify  the  airline  of  the 
group  traveling  to  Erie  or  Pittsburgh  48  hours  in  advance 
and  will  request  booking  on  the  first  scheduled  departure 
of  the  day.  Employees  must  schedule  their  appointments 
based  on  flight  arrival  times  but  may  return  on  any  flight. 

At  current  travel  loads  and  rates,  this  recommendation 
would  save  $93,000  per  year.  Additional  but  unclaimed 
savings  will  accrue  due  to  the  elimination  of  overnight 
expenses. 

Implementation  Strategy:  The  Governor  should  sign  an 
executive  order  authorizing  the  Travel  Office  to  establish 
and  distribute  guidelines  on  group  air  travel  for  govern- 
ment personnel.  As  soon  as  the  order  is  issued,  the  travel 
officer  should  begin  scheduling  employees  with  common 
destinations  into  flight  groups  of  10  or  more. 

362.  Reduce  the  frequency  of  public  sales  at  the 
Surplus  State  Property  Division  warehouse. 

Most  articles  received  by  the  Surplus  State  Property  ware- 
house are  reissued  among  state  agencies.  If  items  have  not 
been  transferred  within  five  days,  they  are  generally  of- 
fered for  public  sale.  Such  articles  are  priced  by  the 
warehouse  superintendent  and  a clerk  and  placed  in  a 
sales  area  open  to  the  public  each  work  day,  including 
lunch  time.  This  requires  too  many  division  personnel  to 
act  as  storekeepers,  watchmen  and  cashiers.  Moreover, 
the  current  procedure  has  the  built-in  hazards  of  collusive 
pricing  or  sale  of  items  the  state  should  keep.  The  ware- 
house public  sales  generate  approximately  $80,000  per 
year. 

Proposed  Approach:  Daily  public  offerings  of  surplus 
state  property  should  be  discontinued.  Sales  should  be 
held  as  infrequently  as  warehouse  space  permits  and 
advertised  modestly  in  major  newspapers.  Initially,  pub- 


lic sales  should  be  conducted  weekly.  Ideally,  they  would 
become  monthly  events  and  suitable  for  auctions  which 
would  likely  increase  revenue. 

To  avoid  excessive  handling,  items  entering  the  ware- 
house should  be  placed  in  three  physical  areas:  likely 
sale,  possible  sale  and  likely  reassigned.  Prices  should  not 
be  marked  until  just  prior  to  a sale.  These  actions  plus  the 
reduction  in  sale  frequency  should  eliminate  much  of  the 
needless  work  incurred  when  employees  serve  as  sales 
clerks. 

Primary  advantages  of  this  approach  include: 

• Likelihood  that  more  items  will  be  claimed  for  use  by 
state  agencies. 

• Opportunity  for  increased  supervision  over  items  of- 
fered for  sale  and  their  pricing. 

• Reduction  of  one  worker  at  an  annual  saving  of 
$9,300. 

Implementation  Strategy:  The  deputy  secretary  in  charge 
of  procurement  must  authorize  the  bureau  director  to 
schedule  public  sales  only  when  lack  of  warehouse  space 
dictates  and  to  prepare  plans  for  an  eventual  auction.  The 
director  should  begin  to  hold  sales  weekly,  with  the  aim 
of  making  them  monthly.  EHe  should  approve  the  selec- 
tion and  pricing  of  all  items  to  be  sold  and  ensure  that 
sales  are  reasonably  advertised.  The  director  and  ware- 
house superintendent  should  devise  procedures  for  seg- 
regating incoming  articles  based  on  the  probability  of 
future  sale.  The  director  should  establish  control  proce- 
dures and  a monthly  report  process  to  monitor  the  new 
program's  effectiveness. 

363.  Reduce  custodial  costs. 

Approximately  396  people  are  assigned  to  work  for  the 
Custodial  and  Operation  Divisions  in  the  Bureau  of 
Grounds  and  Buildings.  The  Custodial  Division  employs 
235  part-time  employees  who  work  five  hours  a night  and 
32  full-time  people  with  both  night  and  day  shifts  of  7.5 
hours.  The  Operation  Division's  janitorial  unit  is  staffed 
by  129  full-time  people  on  night  and  day  shifts.  Both 
groups  are  classified  as  custodial  workers.  They  are  re- 
sponsible for  cleaning  and  housekeeping  activities  for 
some  2.4-million  square  feet  of  usable  floor  area.  This  is 
approximately  6,100  square  feet  per  employee. 

The  separation  of  responsibility  between  two  divisions,  a 
lack  of  effective  work  standards  and  an  inefficient  five- 
hour  work  shift  have  combined  to  create  abnormally  high 
custodial  service  costs. 

Proposed  Approach:  The  two  groups  should  be  assigned 
to  the  Custodial  Division  to  eliminate  duplicate  efforts 
and  provide  a more  manageable  work  force.  The  part- 
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time  work  shift  should  be  eliminated  and  all  custodial 
jobs  performed  at  night.  A small  staff  should  be  retained 
for  emergencies  during  the  day.  A daily  work  standard 
should  be  developed  for  custodial  employees  along  with 
definite  assignments.  This  will  permit  supervisory  staff  to 
evaluate  individual  performances. 

Although  the  accepted  standard  in  comparable  work  en- 
vironments is  1 5,000  to  20,000  square  feet  per  employee, 
the  level  of  achievement  now  is  only  6,1 00  square  feet. 
This  should  be  increased  to  an  area  of  at  least  12,000 
square  feet. 

Implementation  would  permit  a 25%  reduction  in  full- 
time equivalent  employees.  The  reduction  of  79  full-time 
equivalent  positions  would  provide  an  annual  saving  of 
$722,000  in  personnel  costs. 

Implementation  Strategy:  A work  standards  program 
should  be  designed  and  implemented  by  the  bureau  di- 
rector's staff  or  the  department's  management  review 
unit.  The  director  should  issue  a directive  eliminating  the 
part-time  work  shift,  requiring  custodial  work  to  be  per- 
formed at  night  as  well  as  establishing  reasonable  work 
load  and  performance  standards. 


FACILITIES  OPERATION 
AND  MAINTENANCE 

The  physical  plant  activities  of  the  state  constitute  a mas- 
sive enterprise.  Major  elements  include  the  capital  com- 
plex and  associated  facilities  in  Harrisburg  and  elsewhere 
which  are  administered  by  the  Department  of  Property 
and  Supplies  as  well  as  79  state-owned  institutions  oper- 
ated primarily  by  the  Departments  of  Public  Welfare, 
Education  and  Justice.  Numerous  smaller  facilities  are 
under  the  jurisdiction  of  various  executive  departments 
and  agencies. 

For  purposes  of  definition,  this  report  encompasses  all 
activities  related  directly  to  physical  plants  such  as 
maintenance,  custodial  services  and  utilities.  It  does  not 
include  occupant-related  activities  such  as  laundry, 
transportation  and  food  service.  It  is  estimated  that  these 
functions  involve  at  least  8,000  employees  statewide  with 
a total  labor  cost  of  about  $1 00-million.  Energy  expendi- 
tures required  approximately  $32-mil lion  forfiscal  1 975. 

The  above  does  not  include  major  activities  at  state- 
related  universities  and  their  branches.  These  institutions 
are  basically  self-sufficient  in  terms  of  physical  plant 
staffs. 


RECOMMENDATIONS 

364.  Standardize  physical  plant  procedures  and  es- 
tablish organizational  guidelines  at  all  state- 
owned  institutions. 

Management  and  operation  of  the  physical  plant  staffs  at 
state-owned  institutions  vary  widely.  Development  of 
programs  and  procedures  on  an  individual  basis  has  re- 
sulted in  costly  duplications  and  inefficient  procedural 
variations.  Although  the  entire  spectrum  of  physical  plant 
activities  cannot  be  managed  effectively  on  a centralized 
basis,  some  functions  should  be  consolidated.  Deficien- 
cies exist  in  the  use  of  contract  services,  organization  and 
control  of  storeroom  operations  and  inventories  and 
standardization  of  work  order  procedures  and  job 
scheduling.  Labor  productivity  also  appears  low. 

Proposed  Approach:  A statewide  policy  should  be  estab- 
lished in  regard  to  physical  plant  activities  at  the  state- 
owned  institutions.  It  should  recognize  that  day-to-day 
management  must  be  exercised  locally,  but  that  overall 
organizational  and  policy  matters  should  be  established 
centrally.  The  following  areas  should  be  incorporated 
into  the  policy: 

• No  state-owned  institution  is  large  enough  to  justify  a 
completely  independent  physical  plant  function. 

• All  physical  plant  activities  — maintenance,  utilities, 
grounds,  custodial  services  and  the  like  — should  be 
grouped  under  a superintendent  reporting  to  an  ap- 
propriate institution  vice  president  in  the  business 
area. 

• Major  engineering  and  facility  planning  activities 
should  be  executed  by  central  engineering  person- 
nel. Existing  facility  director  positions  should  be  elim- 
inated by  all  the  institutions. 

• Central  engineering  staffs  should  review  and  approve 
the  maintenance  management  policies  in  effect  atthe 
various  institutions. 

• A statewide  cost  accounting  system  should  be  de- 
veloped on  an  interdepartment  basis  to  provide 
compatible  data.  A similar  approach  should  be  used 
in  regard  to  storeroom  and  inventory  procedures. 

• Existing  regional  engineers  in  the  Departmentof  Pub- 
lic Welfare  should  be  eliminated.  Savings  are 
claimed  elsewhere. 

• Resource  sharing  activities  should  be  formalized  and 
used  as  widely  as  possible. 

• Work  order  procedures  and  job  scheduling 
techniques  should  be  streamlined  and  implemented 
on  a uniform  basis.  Steps  should  also  be  taken  to 
increase  overall  labor  productivity. 


Implementation  would  provide  an  annual  saving  esti- 
mated at  $4-million.  The  anticipated  benefits  would  re- 
sult from  elimination  of  the  facility  directors  and  their 
staffs,  a conservative  5%  reduction  in  labor  force  levels 
through  increased  productivity  and  savings  in  storeroom, 
inventory,  contract  service  and  resource  sharing  activi- 
ties. The  savings  takes  into  consideration  the  possibility  of 
overlaps  with  other  recommendations. 

Implementation  Strategy:  The  Governor's  Office  should 
issue  an  executive  order  establishing  the  statewide  policy 
and  assigning  responsibility  to  individual  department  sec- 
retaries for  formulating  a uniform  program  for  the  institu- 
tions under  their  jurisdiction.  The  Office  of  Administra- 
tion would  monitor  and  coordinate  the  overall  activity. 
While  no  enabling  legislation  appears  necessary,  it  might 
be  desirable  and  should  be  considered. 

365.  Centralize  responsibility  for  the  energy  con- 
servation program  in  the  Department  of  Gen- 
eral Services. 

During  the  past  two  years,  a reduction  of  1 0%  in  energy 
consumption  has  been  achieved  by  the  state.  However, 
increased  unit  costs  have  outpaced  the  savings.  Fiscal 
1 975  energy  expenditures  for  state-owned  facilities  were 
$32-million  compared  to  $ 1 8-mill  ion  in  fiscal  1973.  Al- 
though all  agencies  have  some  form  of  conservation  pro- 
gram, the  effort  lacks  direction  and  coordination  from  a 
central  source. 

Proposed  Approach:  Since  the  Department  of  General 
Services  is  responsible  for  design  and  construction  of  state 
facilities,  it  would  be  logical  to  assign  responsibility  for 
executive  action  in  a statewide  program  of  energy  man- 
agement to  this  department.  Responsibilities  would  en- 
compass both  engineering  and  operational  aspects  to 
ensure  that  both  receive  sufficient  attention  in  a well- 
coordinated  manner.  The  following  would  constitute  the 
basic  framework  of  the  program: 

• The  secretary,  General  Services,  should  be  appointed 
to  the  Governor's  Energy  Council  and  assigned  a key 
role  in  its  activities. 

• Responsibilities  of  Penn  State's  Institutional  En- 
gineering Advisory  Services  should  be  expanded  to 
include  intensified  monitoring  of  the  statewide  pro- 
gram under  the  direction  of  the  Department  of  Gen- 
eral Services. 

• The  Department  of  General  Services  should  be  reor- 
ganized to  include  all  energy  operations  in  one 
bureau  and  all  operating  functions  under  one  deputy 
secretary. 

• The  department's  engineering  design  group  should 
develop  engineering  standards  which  are  compatible 
with  the  principles  of  effective  energy  management. 


• Procurement  and  accounting  functions  in  the  de- 
partment should  be  coordinated  in  order  to  provide 
base  data  for  the  program. 

• The  central  engineering  staffs  of  the  various  state 
departments  should  be  given  authority  to  implement 
energy  management  programs  in  their  areas. 

• A system  of  interdepartment  communication  should 
be  established  to  provide  required  feedback  and  in- 
formation exchanges. 

• The  need  for  new  control  systems  should  be 
evaluated.  Large  expenditures  for  sophisticated  de- 
vices should  be  avoided  unless  substantial  benefits 
are  involved. 

Overall  implementation  may  require  three  or  four  years. 
However,  the  bulk  of  the  potential  benefits  should  be 
realized  in  less  than  two  years.  Based  on  current  prices,  a 
minimum  goal  of  a 10%  energy  cost  reduction  would 
provide  an  annual  saving  of  $2. 5-million  with  an  addi- 
tional $500,000  benefit  claimed  elsewhere. 

Implementation  Strategy:  The  Governor  should  authorize 
the  Department  of  General  Services  to  establish  a 
statewide  energy  management  program.  The  department 
secretary  should  reorganize  activities  to  place  all  opera- 
tional functions  under  one  deputy  secretary  and  all 
energy  operations  in  one  bureau. 

366.  Use  computerized  power  demand  control  in 
capitol  complex  facilities. 

State-owned  facilities  do  not  use  computerized  power 
demand  control  to  minimize  electric  costs.  This 
technique  consists  of  switching  appropriate  equipment 
on  and  off  for  short  periods  to  level  the  electrical  work 
load  and  reduce  demand  penalties. 

Proposed  Approach:  The  Department  of  Property  and 
Supplies  has  a computer  installation  in  the  capitol  com- 
plex which  could  be  programmed  to  control  as  well  as 
monitor  power  consumption.  If  the  facility  can  handle  the 
added  work  load,  there  would  be  a one-time  cost  of 
$30,000  to  implement  this  proposal.  However,  it  is  an- 
ticipated that  electrical  costs  would  be  reduced  by 
$56,000  per  year  based  on  current  billings. 

Implementation  Strategy:  The  director  of  the  Bureau  of 
Environmental  Control  should  authorize  an  evaluation  of 
the  existing  computer  system's  ability  to  absorb  the  pro- 
jected work  load.  Applications  should  then  be  developed 
to  implement  the  control  program. 

367.  Use  lowest  cost  coal  in  the  heating  plants. 

The  high  cost  of  anthracite  coal  makes  it  mandatory  to 
review  institutional  heating  plants  to  determine  if 
bituminous  coal  can  be  substituted. 
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Proposed  Approach:  A statewide  testing  program  should 
be  conducted  to  determine  which  institutions  can  substi- 
tute bituminous  for  anthracite  coal  and  what,  if  any, 
alterations  are  needed.  Specifications  must  also  be  pre- 
pared in  regard  to  acceptable  quality  levels  for  bitumi- 
nous coal.  It  is  expected  that  necessary  conversions  of 
heating  plants  could  require  a one-time  expenditure  of 
$ 1 .8-million.  However,  fuel  costs  would  be  reduced  by 
$4-million  annually. 

Implementation  Strategy:  The  Institutional  Engineering 
Advisory  Service  at  Penn  State  should  provide  engineer- 
ing advice  to  the  various  departments  whose  institutional 
facilities  could  implement  this  proposal.  Implementation 
responsibility  would  rest  with  the  individual  organiza- 
tions. Coordination  of  this  activity  should  be  assigned  to 
the  Governor's  Energy  Council. 


MOTOR  VEHICLE 
FLEET  MANAGEMENT 

More  than  21 ,000  pieces  of  motor  vehicle  equipment  are 
operated  and  maintained  by  the  state.  An  additional 
7,1 00  units  assigned  to  Pennsylvania's  national  guard  are 
state-licensed  and  insured  but  federally  purchased  and 
maintained.  The  state  fleet  is  comprised  of  the  following 
three  independent  subunits: 

Commonwealth  fleet  — This  fleet,  administered  by  the 
Department  of  Property  and  Supplies  (DPS),  consists  of 
over  4,200  passenger  and  5,1  00  commercial  vehicles  in 
use  by  32  state  agencies.  These  vehicles  were  intended  to 
be  part  of  an  internal  leasing  program.  The  plan  was  to  be 
self-sustaining  in  that  annual  fees  plus  used-vehicle  auc- 
tion receipts  were  to  offset  maintenance  and  replacement 
costs.  But  only  44%  of  the  fleet  operates  under  the  leasing 
program.  This  low  participation  is  caused  by  a lack  of 
operating  and  maintenance  cost  data,  administrative  con- 
trols and  expertise  and  adequate  maintenance  and  repair 
facilities. 

About  5,800  fleet  vehicles  are  maintained  and  repaired  at 
auto  agencies  and  independent  garages  per  arrangement 
by  the  vehicle  operator.  This  method  precludes  quality  or 
cost  controls.  Another  1,550  vehicles  are  used  by  state 
institutions  and  departments  with  their  own  automotive 
shops.  These  74  shops  do  not  service  other  fleet  vehicles. 
In  some  cases,  total  maintenance  costs  are  not  reported  to 
DPS  vehicle  management. 

State  Police  fleet  — The  vehicles  managed  by  the  State 
Police  Bureau  of  Staff  Services  include  1,950  passenger 


and  130  commercial  vehicles.  Most  of  the  fleet  consists  of 
patrol  cruisers.  The  remainder  are  administrative  and  sur- 
veillance units.  An  executive  order  directed  that  this  fleet 
be  consolidated  with  the  commonwealth  fleet  by  1974. 
This  has  not  been  implemented. 

Currently,  65%  of  police  vehicle  maintenance  and  repair 
work  is  done  at  their  15  area  facilities  and  the  state's 
central  garage.  Remaining  work  is  performed  by  auto 
agencies  and  independent  garages.  A mechanized  report- 
ing and  recording  system  provides  data  on  vehicle  utiliza- 
tion, mileage  and  other  factors,  but  not  expenditures.  Cost 
records  consist  of  invoices  filed  by  individual  vendor. 
Summaries  are  not  available. 

PennDOT  fleet  — This  fleet,  administered  by  the  De- 
partment of  Transportation  (DOT),  contains  more  than 
1 ,400  passengerand  4,800  commercial  vehicles.  In  addi- 
tion, there  are  nearly  3,600  road-building  and  mainte- 
nance equipment  units  and  1 0,000  engine-driven  pumps, 
blowers,  generators  and  the  like.  This  equipment  is  main- 
tained in  67  county  sheds  operated  by  and  for  the  DOT 
exclusively. 

A combination  mechanical  and  manual  reporting  and 
recording  system  provides  fairly  good  insight  on  vehicle 
utilization  and  operating  costs.  However,  the 
mechanized  reports  lack  summary  data  and  the  manual 
operation  is  cumbersome. 

RECOMMENDATIONS 

368.  Consolidate  responsibility  for  all  state  motor 
vehicles  within  the  Department  of  Property 
and  Supplies. 

Responsibility  for  the  state  motor  vehicle  fleet  is  divided 
among  three  separate  groups.  For  the  most  part,  each 
operates  in  its  own  fashion,  with  varying  guidelines  on 
vehicle  replacement,  types  of  equipment  purchased  and 
maintenance  procedures.  Each  fleet  management  group 
has  a distinct  records  and  reports  system,  but  none  pro- 
vides the  data  required  to  effectively  analyze  operating 
costs.  Therefore,  it  is  impossible  to  arrive  at  a justification 
for  leasing  charges.  Cost  determination  by  vehicle  class, 
repair  category  and  other  criteria  is  generally  lacking. 

At  present,  the  Department  of  Property  and  Supplies  han- 
dles liability  insurance,  used-vehicle  disposal  and  the 
purchasing  of  new  vehicles  and  automotive  supplies  for 
all  three  subfleets. 

Proposed  Approach:  Consolidate  administration,  control 
and  maintenance  responsibilities  forall  state  vehicles  into 
a single  group  within  DPS.  Establish  a computerized  re- 
cords and  reports  system  within  the  department's  vehicle 
management  group  designed  to  provide  data  for  fleet 
utilization  analysis  and  cost  control.  Transfer  and  physi- 


cal ly  move  administrative  personnel  of  the  State  Police 
and  Transportation  fleets  to  DPS.  Physical  transfer  is 
necessary  for  creation  of  an  integrated  and  efficient  unit. 

Benefits  of  fleet  consolidation  would  include: 

• Elimination  of  16  automotive  officers  at  annual 
salaries  of  $17,000,  for  total  savings  of  $272,000. 

• Reduction  of  20  clerks  from  the  existing  fleets  at 
average  salaries  of  $1 0,000  per  year,  for  total  annual 
savings  of  $200,000. 

• Expansion  of  the  internal  leasing  program  to  permit 
acquisition  of  new  vehicles  early  in  the  year  as  op- 
posed to  mid-year.  Earlier  auctioning  of  2,500  used 
passenger  vehicles  annually  would  produce  an  aver- 
age $100  more  per  vehicle,  or  a total  of  $250,000. 
Commercial  vehicles  are  not  similarly  affected.  But 
earlier  replacement  should  save  $25  per  passenger 
and  commercial  vehicle  in  repair  costs,  for  an  annual 
saving  of  $88,000.  Total  annual  savings  would 
amount  to  approximately  $81  0,000.  The  cost  of  es- 
tablishing a computerized  reporting  system  has  been 
estimated  by  Office  of  Administration  officials  to  be 
$36,000. 

Implementation  Strategy:  Consolidation  should  be  im- 
plemented in  seven  steps.  The  first  three  steps  should  be 
completed  prior  to  June  30,  1 976,  so  that  the  fourth  could 
be  implemented  in  July  1 976  and  the  fifth  in  August  1 976. 
Steps  six  and  seven  should  be  scheduled  for  July  1978. 
The  procedure  should  be  as  follows: 

• Elave  the  three  groups  presently  administering  motor 
vehicle  fleets  review  existing  methods  of  recording, 
reporting  and  requesting  data  and  agree  upon  one  set 
of  forms  and  procedures.  Consideration  should  be 
given  to  the  input  required  and  the  reports  expected 
from  a computerized  program. 

• Install  a centralized  computer  report  system  for  all 
agencies  to  be  administered  by  DPS. 

• Update  the  annual  lease  rates  for  fleet  vehicles  based 
on  complete  costs. 

• Transfer  all  special  fund  passenger  vehicles  (except 
police  units)  into  the  internal  leasing  program. 

• Begin  forming  the  consolidated  "motor  vehicle  ad- 
ministration" group  within  DPS. 

• Transfer  the  State  Police  personnel  to  equivalent 
levels  in  DPS.  Assign  all  police  vehicles  to  the  in- 
ternal leasing  program. 

• Transfer  all  PennDOT  vehicles  to  the  internal  leasing 
program.  Move  PennDOT  personnel  to  equivalent 
levels  in  DPS. 


369.  Use  existing  state-owned  motor  vehicle  repair 
facilities  for  all  state  vehicles. 

Several  departments  operate  their  own  maintenance  and 
repair  shops.  However,  they  do  not  extend  use  of  these 
facilities  to  other  state  agencies.  The  State  Police  operates 
1 5 shops  and  PennDOT  operates  shops  in  each  of  the  67 
counties.  There  are  74  additional  shops  operated  by  other 
state  institutions  and  departments. 

Some  6,600  vehicles  are  maintained  in  independent  ga- 
rages and  auto  agencies.  Labor  rates  average  $10  per 
hour.  Parts  discounts  range  from  1 0%  to  25%,  while  40% 
to  50%  could  be  expected  with  fleet  purchasing.  Work 
performed  in  these  public  shops  is  not  effectively  super- 
vised to  ensure  quality.  State  employees  who  drive  these 
assigned  vehicles  lose  valuable  time  arranging  for  com- 
petitive bids  and  service  appointments. 

Proposed  Approach:  The  availability  of  facilities  in  most 
areas  of  Pennsylvania  will  permit  the  assignment  of 
maintenance  and  repair  work  for  almost  all  vehicles  to  a 
state  shop  nearby.  Man-hours,  parts  and  supplies  can 
then  be  controlled.  By  taking  advantage  of  centralized 
parts  purchasing  and  distribution  and  buyingfrom  whole- 
sale houses  when  necessary,  costs  will  bring  minimum 
savings  of  $297,000  annually.  A minimum  30%  decrease 
for  parts  will  result  in  an  annual  saving  of  $186,000.  A 
reduction  of  25%  can  be  expected  in  vendor  costs  for 
annual  savings  of  $321 ,000.  A total  saving  of  $804,000 
per  year  will  be  realized  plus  the  recovery  of  valuable 
employee  time. 

Implementation  Strategy:  The  deputy  secretary  in  charge 
of  vehicle  management  should  prepare  an  executive 
order  for  the  Governor's  signature.  This  authorization 
would  direct thatall  vehicle  maintenance  bedone  in  state 
shops.  Following  this,  a survey  should  be  made  of  the  1 58 
repair  facilities  to  determine  their  ability  to  absorb  addi- 
tional work.  Service  capabilities  must  then  be  expanded 
to  meet  anticipated  work  loads.  Implementation  will  re- 
quire adding  personnel  and  establishing  training  stan- 
dards for  mechanics.  A repair  order  form  should  be  de- 
signed to  provide  cost  and  accounting  data  for  EDP  input. 
Billing  should  be  based  on  commercial  rate  schedules. 

370.  Reduce  the  number  of  motor  vehicles  in  state 
fleets  to  conform  with  actual  need. 

Reports  reflect  considerable  underutilization  of  some 
state  passenger  vehicles  and  trucks.  A practical  recom- 
mendation for  fleet  size  reduction  must  allow  for  those 
vehicles  used  for  seasonal  and/or  specialized  work. 
Another  factor  to  consider  is  the  incomplete  reporting  on 
a high  percentage  of  the  vehicles. 

Proposed  Approach:  Reduce  the  Commonwealth  pas- 
senger and  commercial  fleet  and  PennDOT  passenger 
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vehicles  by  at  least  5%.  The  reduction  in  passenger  fleets 
will  produce  an  annual  saving  of  $41 4,000.  However,  an 
offsetting  expense  of  $154,000  is  estimated  because  of 
increased  use  of  personal  automobiles.  The  net  result  is 
$260,000  in  annual  savings.  An  additional  saving  of 
$244,000  will  be  realized  annually  from  the  reduction  of 
the  commercial  fleet.  Thus,  total  annual  savings  from 
implementation  are  $504,000. 

Implementation  Strategy:  Fleet  managers  should 
scrutinize  existing  reports  to  pinpoint  underutilization 
and  remove  or  reassign  those  vehicles.  Steps  must  be 
taken  to  assure  complete  and  accurate  reporting. 

371.  Institute  an  energy  conservation  program. 

No  guidelines  or  controls  exist  for  the  conservation  of 
energy  by  state  fleets.  Such  controls  are  needed  to  con- 
serve critical  materials  for  the  benefit  of  the  nation  and 
eliminate  unwarranted  expenditures  by  the  state. 

Proposed  Approach:  The  development  and  implementa- 
tion of  a program  applicable  to  operators  of  state  vehicles 
is  necessary  for  the  conservation  of  petroleum  and  its 
by-products.  A 5%  reduction  in  energy  use  can  be 
achieved  by  following  guidelines  which  ensure  that: 

• All  vehicle  engines  are  maintained  to  meet  federal 
exhaust  emission  control  standards. 

• Tires  are  kept  inflated  to  the  maximum  pressure  re- 
commended by  the  manufacturer. 

• Engine  oil  changes  are  kept  to  a minimum  by  follow- 
ing recommendations  for  use  of  long-life  premium 
oils  and  filters. 

• Engines  are  operated  only  as  needed  and  are  not  run 
to  keep  engine  or  the  cab  interior  warm. 

• Vehicles  are  not  used  for  personal  reasons. 

• Car  pools  are  utilized  to  the  maximum  degree. 

• Multiple  vehicles  are  not  taken  to  a common  destina- 
tion when  doubling-up  is  possible. 

• Job  plans  are  designed  to  minimize  travel  time  and 
distance. 

• Speeds  are  maintained  at  or  below  legal  limits. 

In  1 974,  144  million  miles  were  logged  by  state  vehicles. 
A 5%  reduction  would  produce  savings  of  $1 . 5-million. 

Implementation  Strategy:  The  deputy  secretary  in  charge 
of  DPS  vehicle  management  should  immediately  prepare 
objectives,  guidelines  and  controls  for  an  energy  conser- 
vation program  for  the  state's  motor  vehicle  fleet.  He 
should  provide  agencies  with  monthly  mileage  figures  for 
the  preceding  year,  and  issue  monthly  progress  reports.  If 
the  mid-year  point  does  not  reflect  an  improvement,  of- 


fending agencies  should  suffer  an  arbitrary  fleet  reduc- 
tion, if  practical. 

372.  Revise  specifications  for  passenger  vehicles. 

About  6,550  passenger  cars  are  operated  by  the  state. 
Executive  and  state  police  pursuit  vehicles  account  for 
nearly  1 ,900  units.  Of  the  remaining  4,650,  only  4%  are 
compacts. 

Compact  and  subcompact  cars  cost  less  to  buy  and  oper- 
ate than  the  full  and  intermediate  sizes  which  now  make 
up  the  majority  of  the  fleets.  Relative  resale  values  will  be 
at  least  as  high  as  that  of  full-size  units  in  view  of  steadily 
increasing  prices  and  probable  restrictions  on  fuel  con- 
sumption. Fleet  vehicles  now  average  13  miles  per  gallon 
of  gasoline.  A compact  will  average  a minimum  of  1 7 and 
subcompact  models  1 9 miles  per  gallon,  an  improvement 
of  31  % and  46%  respectively.  Presently,  all  vehicles  pur- 
chased are  equipped  with  a set  of  minimum  options, 
many  unnecessary  for  fleet  service. 

Proposed  Approach:  Purchase  compact  or  subcompact 
cars  for  all  fleet  operations  except  executive  or  police 
pursuit  use.  The  projected  replacement  schedule  for 
passenger  vehicles  in  the  commonwealth  fleet  is  four 
years  or  60,000  miles.  Of  the  more  than  3,700  cars  in- 
volved, about  940  are  scheduled  for  replacement  annu- 
ally. Using  April  1 975  bid  prices,  the  difference  between 
replacement  on  a like-basis  and  purchasing  compacts  is 
$356,900. 

The  projected  replacement  schedule  for  cars  in  the 
PennDOT  fleet  is  three  years  or  75,000  miles.  Of  these 
930  units,  the  scheduled  replacement  rate  is  31  0 per  year. 
By  purchasing  compacts,  an  annual  saving  of  $129,800 
can  be  realized.  An  additional  cost  reduction  of  $37,500 
would  result  from  the  purchase  of  subcompacts  as  re- 
placements for  125  of  the  lowest  mileage  cars  on  the 
replacement  schedule. 

Using  average  1974  vehicle  mileage  as  a base,  an  ulti- 
mate reduction  of  over  1 ,346,000  gallons  of  gasoline  at  a 
minimum  $0.47  per  gallon  would  yield  $632,700  annu- 
ally. The  list  of  minimum  options  contained  in  present 
specifications  is  superfluous  for  compact  cars.  Elimina- 
tion of  these  extras  on  the  cars  projected  for  annual  re- 
placement would  result  in  savings  of  $259,400.  Total 
savings  from  using  compacts  and  subcompacts  equipped 
as  recommended  would  amount  to  more  than  $1.4- 
million  annually. 

Implementation  Strategy:  The  Office  of  Administration 
should  draft  revisions  to  the  administrative  code  to 
exclude  the  purchase  of  standard-size  cars  for  executive 
or  police  pursuit  use.  Property  and  Supplies  should  in- 
struct its  Bureau  of  Standards  to  revise  specifications  to 
eliminate  needless  options  for  compact  cars. 


373.  Mark  passenger  cars  so  they  may  be  readily 
identified  as  state  vehicles. 

The  method  now  used  to  identity  state  passenger  vehicles 
(except  those  purposely  left  unidentifiable)  is  a license  tag 
attached  to  the  front  bumper  indicating  "For  Official  Use 
Only."  The  serial  number  on  the  state  registration  tag 
attached  to  the  rear  bumper  provides  identification  only 
to  those  familiar  with  the  numbering  system.  Many  fleet 
vehicles  are  not  equipped  with  the  front  bumper  tag.  As  a 
result,  unmarked  and  inadequately  marked  vehicles  can 
be  used  for  personal  business  by  employees. 

Proposed  Approach:  Specify  one  standard  color  for  all 
passenger  vehicles  not  intended  for  executive  or  security 
use.  Apply  an  approved  design  to  both  sides  of  the  vehicle 
that  will  provide  quick  recognition  of  an  official  car. 
Material  used  to  identify  police  cruisers  is  easily  applied 
to  new  cars  and  removed  from  old.  There  is  no  way  to 
determine  how  much  use  of  official  vehicles  is  for  per- 
sonal reasons,  but  a conservative  assumption  would  be 
5%.  If  this  were  eliminated,  annual  expense  savings  less 
marking  costs  would  be  $163,000. 

Implementation  Strategy:  Property  and  Supplies  should 
instruct  its  Bureau  of  Standards  to  select  a single  paint 
color  and  an  identifying  marking  for  passenger  vehicles. 
Specify  the  standard  color  in  all  future  competitive  bid- 
ding. Apply  markings  to  all  eligible  passenger  cars  not 
scheduled  for  disposal  within  a year.  Discontinue  the 
"For  Official  Use  Only"  tag. 


OFFICE  SYSTEMS 
AND  OPERATIONS 

Office  systems  and  other  types  of  administrative  support 
are  generally  provided  by  management  services  units 
within  state  agencies.  Responsibilities  fall  into  two 
categories:  conducting  studies  requested  by  the  agency; 
and  coordinating  and  maintaining  established  agency 
programs.  Units  may  also  participate  in  internal  auditing 
functions  and  activities  related  to  planning  areas  other 
than  fiscal  administration.  The  state  employs  approxi- 
mately 162  management  analysts  at  a combined  payroll 
of  $2. 5-million. 

RECOMMENDATIONS 

374.  Adopt  a management  program  to  improve  ad- 
ministrative and  paperwork  systems. 

Administering  state  policies  and  procedures  involves  a 
tremendous  amount  of  paperwork.  Clerical,  administra- 


tive and  fiscal  positions  account  for  24%  of  the  state 
payroll  — some  29,041  employees  at  a cost  of  $356- 
million  annually.  In  addition,  current  vacancies  in  these 
areas,  if  filled,  would  require  another  $3 1 . 9-million  in 
salaries  and  benefits.  Methods  to  establish  costs  in  rela- 
tion to  administrative  and  paperwork  operations  are  lack- 
ing, although  they  would  be  useful  in  evaluating  the 
efficiency  of  services  rendered.  Little  effort  has  been 
made  to  develop  an  approach  which  will  provide  con- 
tinuous management  review  of  administrative  operations 
within  each  agency.  A qualitative  analysis  of  existing 
paperwork  levels  is  needed.  It  should  examine  the  rea- 
sons for  paperwork  creation  as  well  as  the  number  of 
people  utilized  and  the  methods  employed  in  processing 
material.  Industrial  case  studies  have  shown  that  25%  to 
30%  of  the  paperwork  generated  within  specific  opera- 
tions was  unnecessary.  If  processing  systems  are  to  be 
truly  effective,  the  need  for  producing  individual  items  of 
paperwork  must  be  constantly  assessed.  If  this  is  not  done, 
steadily  increasing  volumes  of  work  will  negate  all  at- 
tempts at  efficient  administration. 

Proposed  Approach:  Pennsylvania  should  institute  an 
administrative  and  paperwork  systems  management  pro- 
gram to  evaluate  the  effectiveness  of  its  administrative 
activities  and  the  employees  involved  with  them.  Unfilled 
clerical  positions  as  well  as  some  administrative  and  fis- 
cal vacancies  should  not  be  filled  until  a study  has  been 
completed  to  establish  justification  for  them.  Since  there 
are  approximately  162  management  analysts  in  state 
government  qualified  to  perform  the  proposed  study,  they 
should  have  little  difficulty  in  implementing  this  review 
approach.  Each  agency  would  be  responsible  for  tracking 
present  methods  of  operation  and  analyzing  various 
components.  The  activities  involved  would  include: 

• Management  Orientation  — Analysts  would  meet 
with  agency  heads  to  establish  program  objectives 
and  potential  problem  areas.  Background  on  agency 
operations  would  be  needed  to  establish  the  scope  of 
activities. 

• Data  Gathering  — An  information  gathering  packet 
would  be  distributed  to  all  employees  who  provide 
input  to  the  various  administrative/paperwork  sys- 
tems. It  would  consist  of  task  data  sheets,  task  de- 
scription forms  and  paperwork  evaluation  forms.  The 
aim  would  be  to  determine  what  actually  occurs 
during  a normal  work  day.  Unusual  or  occasional 
situations  could  be  described  on  an  exception  basis. 

• Flow  Chart  Development  — When  data  are  returned 
to  the  management  analysts,  they  would  prepare 
flow  charts  of  the  systems  in  operation.  These  would 
help  highlight  unnecessary  procedures,  problem 
areas  and  other  types  of  delays. 
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• Cost  Development  — The  next  step  would  be  to 
identify  costs  involved. 

• Work  Load  Distribution  — Once  this  information 
was  complete,  the  analysts  would  complete  a work 
load  distribution  chart  which  would  show  the  sys- 
tems used  in  each  agency,  the  cost  of  each  and  the 
total  amount  of  staff  time  required  for  administration. 
Data  could  be  used  to  determine  eventual  work  reas- 
signments, optimum  staffing  levels  and  manpower 
utilization. 

• Systems  Development  — Once  the  work  load  dis- 
tribution chart  was  complete,  the  analysts  could 
begin  developing  alternate  methods  to  improve  exist- 
ing systems.  It  is  vital  that  the  need  for  any  activity  be 
fully  justified  and  unnecessary  functions  or  proce- 
dures eliminated. 

• Recommendations  — The  recommendation  report 
should  include  all  practical  solutions  to  agency  prob- 
lems. Replies  to  these  reports  should  be  issued  by 
agency  heads  within  one  month. 

• Implementation  — Proposed  changes  should  be  car- 
ried out  by  agency  manpower  with  assistance  from 
the  analysts  as  required.  Reports  should  be  prepared 
on  the  status  of  implementation  progress. 

• Audit/Review  — Periodic  audits  should  be  made  to 
help  agencies  maintain  maximum  efficiency. 

Based  on  industry  results  of  20%  to  30%  improvements  in 
productivity,  implementation  of  an  overall  systems  study 
with  vigorous  implementation  of  recommendations 
should  provide  at  least  a 15%  increase  in  operational 
efficiency.  This  would  result  in  an  annual  salary  saving  of 
$53. 4-million  at  the  current  expenditure  level  of  about 
$356-million. 

These  savings  are  not  being  claimed  because  they  are 
included  within  the  general  category  of  productivity  im- 
provements. However,  24  other  recommendations  indi- 
cate potential  annual  savings  of  approximately  $26.9- 
million  through  improvements  in  office  operations. 

Implementation  Strategy:  An  executive  order  should  be 
issued  by  the  Governor  assigning  overall  responsibility 
for  the  program  to  the  Office  of  Administration.  It  should 
direct  that  clerical,  administrative  and  fiscal  vacancies 
remain  unfilled  until  the  need  for  them  is  established  by 
the  study.  Agency  heads  would  be  requested  to  supply 
necessary  data  to  the  Office  of  Administration  and  it 
would  arrange  for  management  orientation  meetings.  The 
office  would  also  retain  final  approval  over  the  work 
assignments  of  all  of  the  management  analysts  involved  in 
the  program. 


375.  Improve  control  and  utilization  of  copy 
equipment  and  employ  competitive  bidding 
practices. 

An  estimated  1,400  copy  machines  are  used  by  state 
agencies  at  an  annual  expenditure  of  at  least  $3.1- 
million.  Due  to  a lack  of  data,  however,  it  is  impossible  to 
ascertain  the  degree  of  control  or  utilization  in  regard  to 
this  equipment.  However,  sampling  indicates  the  average 
cost  for  machines  in  the  capital  complex  is  a little  more 
than  $0.04  per  copy.  In  other  locations,  figures  range 
from  $0.05  to  $0.11  each. 

Proposed  Approach:  Proper  control  and  improved  pur- 
chasing practices  could  reduce  copying  expenditures  to 
$0,025  per  copy  for  an  annual  saving  of  $1 . 6-million.  To 
accomplish  this,  an  inventory  should  be  taken  to  estab- 
lish: the  number  and  location  of  all  copiers;  annual  vol- 
umes and  costs  per  copier;  special  features  required,  if 
any.  Using  this  information,  Pennsylvania  can  request 
bids  and  negotiate  contracts  for  specific  periods  at  fixed 
per-copy  costs. 

An  analysis  of  copier  use  should  also  be  made  to  deter- 
mine actual  needs  and  break-even  points  between 
copiers  and  duplicators.  Finally,  monitoring  and  control 
of  equipment  should  be  improved  and  an  effective  report- 
ing system  established  to  reflect  copier  use  and  costs. 

Implementation  Strategy:  This  new  program  should  be 
made  a responsibility  of  the  director,  Bureau  of  Graphic 
Communications. 

376.  Purchase  duplicating  equipment  for  two-sided 
copying. 

The  state  produces  approximately  500-million  dupli- 
cated copies  annually.  About  one-third,  or  150-million 
copies,  are  run  on  both  sides  of  the  paper.  Current  equip- 
ment requires  that  operators  feed  the  paper  through  the 
machines  twice  to  produce  back-to-back  copies. 

Proposed  Approach:  Using  both  sides  of  the  paper  in 
making  copies  is  certainly  economical  and  the  practice 
should  be  encouraged.  However,  the  procedure  would 
be  more  efficient  if  present  equipment  were  upgraded  to 
provide  back-to-back  copying  with  a single  processing. 

Implementation  would  reduce  both  labor  costs  and  turn- 
around time.  Using  data  supplied  by  the  Department  of 
Property  and  Supplies,  the  annual  saving  to  be  realized 
should  amount  to  $340,000,  based  on  current  volume  of 
150-million  copies.  The  one-time  cost  of  upgrading  the 
equipment  is  estimated  at  $375,000.  Leasing  plans  could 
further  reduce  this  expenditure. 

Implementation  Strategy:  The  director,  Bureau  of 
Graphic  Communications,  should  select  a site  for  a pilot 


installation.  Based  on  the  results,  operating  policies  and 
methods  should  be  developed  to  provide  maximum  utili- 
zation. If  successful,  other  sites  for  installation  should  be 
selected.  A policy  should  also  be  implemented  to  en- 
courage two-sided  copying. 

377.  Employ  competitive  bidding  for  all  graphics 
paper  purchases  and  establish  efficient  inven- 
tory controls  and  levels. 

A random  sampling  of  monthly  inventory/usage  reports 
for  several  major  departments  indicate  that  agencies  pur- 
chase a variety  of  paper  grades  and  brands,  the  prices 
paid  for  similar  grades  varies  from  agency  to  agency  and 
inventory  levels  are  excessive. 

Proposed  Approach:  All  agencies  should  determine  the 
extent  of  papersupplies  being  maintained.  Specific  types, 
grades  and  brands  should  be  identified  and  efforts  made 
to  reduce  the  current  variety.  Premium  prices  are  paid  for 
nonstandard  grades  and  colored  stocks.  Therefore,  the 
state  can  save  money  by  standardizing  its  paper  require- 
ments. In  addition,  the  Bureau  of  Graphic  Communica- 
tions should  determine  methods  to  utilize  competitive 
bidding  for  the  estimated  total  volume  of  paper  needs  in 
the  state  agencies.  Shipment  guarantees  can  be  included 
as  part  of  the  contract.  At  an  estimated  use  rate  of  850,000 
reams,  reducing  overall  costs  by  $0.50  per  ream  would 
result  in  an  annual  saving  of  $425,000. 

Implementation  Strategy:  The  director  of  the  Bureau  of 
Graphic  Communications  should  initiate  the  necessary 
use  studies  and  agencies  should  take  steps  to  reduce  the 
variety  and  level  of  current  inventories. 


PROCUREMENT 


The  Department  of  Property  and  Supplies  is  charged  by 
law  with  exclusive  responsibility  to  purchase  or  contract 
for  supplies  on  behalf  of  the  state.  Its  Bureau  of  Purchases 
acts  as  the  state's  purchasing  coordinator.  The  bureau 
exercises  control  over  the  acquisition  of  supplies,  selec- 
tion of  bidders  and  awarding  of  contracts  to  vendors. 

During  fiscal  1974,  it  issued  14,200  purchase  orders  re- 
presenting an  expenditure  of  $60. 1 -million.  The  bureau 
processed  another  79,000  field  limited  purchase  orders, 
representing  $99. 2-million,  against  400  statewide  pro- 
curement contracts.  The  balance  of  the  $300-million  total 
— some  $1  50-million  — consists  of  purchases  made  by 
agencies  at  the  local  level.  There  are  86  people  in  the 
Bureau  of  Purchases  and  the  fiscal  1 975  operating  budget 
was  more  than  $1 . 2-million. 


RECOMMENDATIONS 

378.  Locate  all  Bureau  of  Purchases  offices  on  the 
same  floor  of  the  North  Office  Building. 

The  bureau  occupies  portions  of  two  floors  in  the  build- 
ing. This  arrangement  disrupts  work  patterns,  slows  oper- 
ations and  reduces  supervisory  effectiveness. 

Proposed  Approach:  The  bureau  should  be  consolidated 
on  the  fourth  floor  of  the  North  Office  Building.  In  making 
the  move,  the  area  assigned  to  buyers  should  be  designed 
to  grant  them  adequate  space  and  privacy  to  increase 
their  effectiveness.  The  consolidation  should  make  it  pos- 
sible to  reduce  staff  levels  by  three  buyers  and  three 
clerk-typists.  The  annual  saving  would  amount  to 
$64,000.  The  one-time  expenditure  would  be  $50,000. 

Implementation  Strategy:  The  deputy  secretary,  Pro- 
curement, should  authorize  a study  to  arrive  at  the  most 
advantageous  office  arrangement. 

379.  Reduce  the  field  inspection  function  in  the 
Bureau  of  Standards. 

The  Bureau  of  Standards  has  10  field  inspectors  who 
examine  materials  received  at  outlying  locations.  They 
visit  all  institutions  in  their  assigned  area  weekly.  During 
fiscal  1 974,  these  inspectors  rejected  less  than  0.01  % of 
the  items  checked.  Vendor  quality  needs  only  to  be  spot 
checked  for  consistency.  Also,  the  paperwork  generated 
by  the  inspectors  duplicates  that  of  the  receiving  agency. 

Proposed  Approach:  Items  should  be  inspected  only  at 
the  request  of  a receiving  agency  with  spot  checks  of 
selected  commodities  as  designated  by  the  director  of  the 
Bureau  of  Standards.  The  receiving  agencies  could  as- 
sume responsibility  for  proper  receipt  and  inspection 
documentation.  Thus,  the  entire  work  load  could  be  reas- 
signed to  two  inspectors,  eliminating  two  clerks  and  a 
supervisor.  The  department  fleet  could  also  be  reduced 
by  eight  cars.  The  total  annual  saving  would  amount  to 
$136,000. 

Implementation  Strategy:  The  department  secretary 
should  authorize  the  necessary  changes.  The  procedures 
manual  should  be  revised  to  say  under  what  conditions 
the  Bureau  of  Standards  should  be  notified.  Receiving 
reports  should  be  modified  to  serve  as  inspection  sheets. 

380.  Implement  a series  of  management  informa- 
tion reports  that  identify  various  aspects  of  the 
purchasing  activity. 

At  present,  no  systematic  analysis  is  made  of  buying 
patterns,  geographic  usage  of  commodities,  price  trends, 
quantity  discounts,  warehousing  needs  and  the  like.  Such 
information  is  vital  in  establishing  programs  and  proce- 
dures which  will  improve  purchasing  activities. 
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Proposed  Approach:  A series  of  management  information 
reports  should  be  produced  on  a regular  basis  to  indicate 
purchasing  activities  by  expenditures,  commodity,  date, 
requisitioning  department,  user  location,  vendor,  con- 
tract and  buyer.  Utilized  properly,  such  data  can  result  in 
approaches  to  reduce  the  number  of  purchase  orders 
written,  improve  warehousing  practices,  speed  order 
processing  and  identify  opportunities  for  increased  sav- 
ings to  the  state. 

Implementation  Strategy:  A committee  composed  of  the 
directors  of  the  Bureaus  of  Purchases  and  Management 
Services  as  well  as  procurement  officers  from  the  De- 
partments of  Transportation,  Public  Welfare  and  Educa- 
tion should  be  established  to  design  and  format  the  initial 
series  of  reports.  Management  Services  should  handle 
monthly  distributions  of  the  data  developed.  A permanent 
team  in  the  Department  of  Property  and  Supplies  should 
be  assigned  analysis  responsibilities. 

381.  Amend  governing  legislation  in  regard  to  pro- 
curement procedures  and  regulations. 

The  Administrative  Code  of  1 929,  Article  XXIV,  does  not 
reflect  modern  purchasing  procedures  and  techniques. 
The  Constitution  of  1874,  Article  III,  Section  12,  created 
restrictions  on  purchasing  procedures  which  were  written 
into  law  in  the  administrative  code.  Although  the  code 
has  been  revised  periodically,  it  has  always  retained  the 
original  constitution's  restrictions.  However,  in  1 968,  the 
constitution  was  rewritten  in  a manner  which  lifted  these 
restrictions.  To  date,  no  action  has  been  taken  to  update 
the  administrative  code  into  conformance  with  the  new 
constitution. 

Proposed  Approach:  A bill  should  be  introduced  and 
passed  in  the  General  Assembly  at  the  earliest  opportu- 
nity to  modernize  the  administrative  code  in  regard  to 
procurement  procedures  and  regulations.  The  Bureau  of 
Purchases  should  begin  to  plan  procedural  revisions  in 
line  with  the  proposed  bill's  provisions  to  minimize  the 
time  required  for  implementation. 

Implementation  Strategy:  The  secretary,  Department  of 
Property  and  Supplies,  should  develop  the  necessary 
legislation  and  secure  a sponsor.  Steps  should  be  taken  to 
develop  optimum  procedural  changes  in  line  with  provi- 
sions of  the  new  bill,  select  implementation  priorities  and 
assign  responsibilities. 

382.  Initiate  a system  to  identify  agency  needs  and 
usages  in  a consistent  and  timely  manner  to 
improve  purchasing  efficiency. 

The  Department  of  Property  and  Su  ppl  ies  neither  receives 
nor  solicits  regular  lists  of  commodity  needs  from  state 
agencies.  Because  this  information  is  not  obtained  in  a 
consistent  and  timely  manner,  purchasing  activities  suffer 


from  year-end  peak  work  loads,  excessive  costs  and  poor 
vendor  response. 

Proposed  Approach:  The  department  should  design  and 
implement  a procedure  to  collect  lists  of  agency  purchas- 
ing needs,  inventories  and  usages  in  a consistent,  timely 
and  efficient  manner.  Responsibility  for  utilizing  these 
lists  to  improve  overall  purchasing  activities  should  be 
specifically  assigned  within  the  Bureau  of  Purchases.  Im- 
proved work  load  distribution  could  reduce  staff  re- 
quirements by  two  buyers  and  four  clerk-typists  and  de- 
crease bid  and  purchase  order  preparation  levels  by  1 0%. 
The  annual  saving  would  be  $1  31 ,000.  An  analyst  and  a 
clerk-typist  would  be  required  for  system  maintenance  at 
an  annual  cost  of  $30,000  for  a net  annual  benefit  of 
$101,000. 

Implementation  Strategy:  The  secretary,  Department  of 
Property  and  Supplies,  must  formally  establish  the  new 
procedures  and  solicit  the  cooperation  of  other  state 
agencies. 

383.  Change  dollar  limits  on  the  various  categories 
of  field  purchases. 

The  dollar  range  limitations  now  in  use  were  established 
in  1973.  Since  that  time,  inflation  has  caused  commodity 
prices  to  escalate  at  a rate  exceeding  10%  per  year.  The 
result  has  been  delays  for  agencies  ordering  small 
amounts  of  needed  supplies,  excessive  paper  handling 
and  increased  work  loads. 

Proposed  Approach:  Dollar  limits  on  three  categories  of 
field  purchases  should  be  revised  as  follows: 

• Local  Purchase/Two  Verbal  Bids:  The  previous  range 
of  $50  to  $100  should  be  increased  to  $50  to  $150. 

• Local  Purchase/Two  Written  Bids:  The  $1 00  to  $300 
limit  should  be  raised  to  $150  to  $500. 

• Local  Bid/Central  Award:  This  category  is  now  $300 
to  $1,000.  It  should  be  $500  to  $1,500. 

Implementation  will  make  it  possible  — through  the  re- 
duced work  load  — to  eliminate  six  clerks  and  one  buyer 
for  an  annual  saving  of  $62,200.  There  will  be  an  addi- 
tional annual  saving  of  $40,000  in  paper  and  mailing 
costs. 

Implementation  Strategy:  The  secretary,  Department  of 
Property  and  Supplies,  should  authorize  the  increased 
limits  and  the  Bureau  of  Purchases  should  reduce  its  staff 
accordingly. 

384.  Establish  local  supply  agreements  for  field  or- 
ders of  less  than  $100. 

Although  agencies  are  authorized  to  issue  field  limited 
purchase  orders  with  a total  amount  of  less  than  $300, 
these  documents  must  be  pre-audited  by  the  comptroller 


in  the  Department  of  Property  and  Supplies,  Even  pur- 
chases under  $50  must  undergo  this  process  which  pro- 
duces delays  in  obtaining  day-to-day  supplies.  As  a result, 
many  agencies  maintain  excessive  inventories  as  a pro- 
tection device.  Releases  against  statewide  contracts  with 
fixed  terms  and  prices  are  subject  to  similar  processing 
requirements  and  delays. 

Proposed  Approach:  The  comptroller's  pre-audit  of  field 
limited  purchase  orders  should  be  restricted  to  amounts 
of  more  than  $100,  both  for  local  awards  and  releases 
against  state  supply  contracts.  If  this  requirement  is  elimi- 
nated, local  supply  agreements  could  be  established  to 
provide  repetitively  consumed  items.  In  effect,  these 
would  be  local  standing  orders  against  which  the  agency 
could  order  directly  from  the  supplier.  Implementation 
should  make  it  possible  for  agencies  to  reduce  excess 
inventory  stocks.  As  local  stocks  have  an  estimated  value 
in  excess  of  $1 0-million,  a reduction  of  20%  would  pro- 
vide an  additional  $2- m i 1 1 ion  for  investment.  At  6%,  the 
additional  annual  income  would  be  $120,000. 

Implementation  Strategy:  The  current  pre-audit  provi- 
sions should  be  revised  by  the  Department  of  Property 
and  Supplies  and  the  field  manual  updated  accordingly. 
Instructions  should  also  be  provided  on  establishing  local 
supply  agreements. 

385.  Revise  proposal  requirements  to  improve  pur- 
chasing options. 

At  present,  proposals  are  not  solicited  in  a way  which  will 
develop  optimum  prices  based  on  state  requirements.  For 
example,  the  Bureau  of  Purchases  is  reluctant  to  take 
possession  of  commodities  FOB  origin  and  make  the 
delivery  cost  payable  to  the  account  of  the  buyer.  As  a 
result,  there  is  no  way  to  distinguish  the  cost  of  the  com- 
modity from  the  expense  of  transportation. 

Proposed  Approach:  To  achieve  savings  in  the  area  of 
distribution  and  purchasing  economics,  the  bureau 
should  modify  its  bid  proposal  format  to  include: 

• Prices  both  FOB  origin  and  delivered. 

• Quantity/price  break  points. 

• Full  truck  load  versus  FTF  prices  where  warranted  by 
commodity  classifications. 

This  information  should  be  analyzed  to  identify  the  best 
alternative  for  each  order  prior  to  contract  awards.  As 
much  as  2%  of  total  purchasing  volumes  could  be  saved, 
but  no  specific  amount  is  being  claimed. 

Implementation  Strategy:  The  secretary,  Department  of 
Property  and  Supplies,  should  authorize  a study  to  obtain 
and  analyze  pricing  date  and  determine  the  feasibility  of 
establishing  a Traffic  Control  Bureau. 


386.  Revise  vendor  source  procedures  and  distri- 
bute approved  vendor  data  statewide. 

The  current  procedure  for  selecting  and  qualifying  pro- 
spective bidders  is  inefficient  and  expensive  to  adminis- 
ter. To  become  a qualified  bidder,  a vendor  simply  fills  out 
an  application.  Once  approved,  the  prospective  bidder 
can  be  placed  on  as  many  lists  as  desired.  Since  nonres- 
ponsive  bidders  are  not  automatically  culled,  the  lists 
have  grown  to  excessive  proportions.  This  causes  much 
unnecessary  expense  in  the  bid  solicitation  process. 

Proposed  Approach:  Several  steps  should  be  taken  to 
ensure  that  procedures  will  produce  qualified  bidders: 

• Convert  the  commodity  code  classification  system  to 
the  federal  standard.  The  current  state  system  tends  to 
mislead  vendors  into  signing  up  for  commodities 
they  cannot  furnish. 

• Discontinue  the  practice  of  allowing  vendors  to  de- 
cide which  commodity  lists  they  wish  to  apply  for. 
The  Bureau  of  Purchases  should  do  the  classification 
work,  based  on  data  supplied  by  the  vendor. 

• Inform  approved  vendors  that  three  nonresponses 
will  result  in  automatic  removal.  The  practice  of  sup- 
plying vendors  with  commodity  code  and  contract 
lists  should  be  discontinued.  A form  letter  should 
advise  that  the  information  is  available  for  a service 
charge  of  $1.50  from  the  Bureau  of  Purchases. 

• Revise  the  application  form  to  provide  for  EDP  stor- 
age and  retrieval  of  vendor  data.  Federal  employer 
numbers  should  be  used  for  vendor  identification. 

• Collect  data  on  why  vendors  are  nonresponsive  in 
order  to  correct  existing  problems. 

Implementation  would  reduce  preparation  and  process- 
ing costs  for  an  estimated  annual  saving  of  $247,000.  All 
agencies  and  departments  in  the  state  should  be  provided 
lists  of  approved  vendors. 

Implementation  Strategy:  The  secretary  of  the  department 
should  assign  one  person  to  develop  the  necessary  pro- 
cedures, coordinate  EDP  requirements  and  establish  an 
implementation  timetable. 

387.  Establish  competitive  bidding  procedures  for 
all  service  contracts. 

More  than  $1 00-million  is  spent  by  the  state  to  buy  ser- 
vices through  the  use  of  approximately  15,000  service 
purchase  contracts.  There  are  no  standard  practices  in 
effect  to  ensure  that  these  awards  are  made  on  a competi- 
tive basis. 

Proposed  Approach:  To  develop  the  necessary  control 
over  this  important  purchasing  function,  the  following 
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limits  should  be  established  as  early  as  possible  for  award- 
ing service  contracts: 

• Up  to  $1 ,000:  These  contracts  would  be  locally  bid 
and  awarded.  Only  written  bids  would  be  permitted 
and  these  would  have  to  be  opened  in  the  presence  of 
three  department  supervisors. 

• From  $1,000  to  $5,000:  Contracts  would  be  locally 
bid  and  centrally  awarded.  After  opening  bids  in  the 
Department  of  Property  and  Supplies  bid  opening 
room,  awards  would  be  made  by  the  persons  specifi- 
cally assigned  to  do  so. 

• More  than  $5,000:  A centrally  bid,  centrally  awarded 
procedure  would  be  followed  for  contracts  of  $5,000 
or  more. 

Implementation  would  require  special  provisions  for 
emergency  service  requirements  and  a system  to  collect 
and  analyzeexpenditures  by  location,  vendorand  service 
type.  Although  savings  potential  are  significant  — possi- 
bly as  much  as  $2. 25-million  annually  — no  specific 
amount  is  being  claimed. 

Implementation  Strategy:  The  department  secretary 
should  determine  if  legislative  action  is  needed  to  imple- 
ment this  procedural  change.  A team  of  three  procure- 
ment employees  should  be  assigned  to  develop 
guidelines  and  procedures. 

388.  Use  a standardized  purchase  order  document 
which  is  suitable  for  data  processing  purposes. 

Four  documents  are  now  used  — requisitions,  purchase 
orders,  field  limited  and  miscellaneous  purchase  orders. 
In  some  cases,  the  forms  have  been  modified  to  include 
pre-printed  department  insignia  or  names.  The  result  is 
excessive  forms  inventories,  high  printing  costs  and  errors 
because  of  slightly  different  preparation  requirements. 

Proposed  Approach:  A single  form  should  be  designed  to 
replace  the  four  now  in  use.  No  department  insignia  or 
names  should  be  permitted  and  the  document  should  be 
designed  so  that  it  can  be  machine  read  or  adapted  to 
other  EDP  input  procedures.  No  savings  are  claimed. 

Implementation  Strategy:  The  department  secretary 
should  authorize  a two-man  team  to  design  and  imple- 
ment a suitable  form. 

389.  Send  invoices  to  receiving  locations  rather  than 
agency  comptrollers. 

Slow  vendor  payment  is  a recurring  complaint  and  results 
in  higher  prices  to  the  state.  Part  of  the  problem  is  the 
practice  of  having  comptrollers  match  all  purchasing 
documents.  Invoices  cannot  be  processed  until  every- 
thing from  the  purchase  order  through  the  inspection 
report  has  been  received  and  cleared. 


Proposed  Approach:  Invoices  should  be  sent  to  the  re- 
ceiving location  which  would  be  responsible  for  resolv- 
ing any  discrepancies  with  the  vendor.  A complete  pack- 
age could  then  be  sent  to  the  comptroller  for  processing. 
Implementation  should  improve  the  payment  cycle  sig- 
nificantly and  provide  better  vendor  relations. 

Implementation  Strategy:  The  secretary,  Department 
Property  and  Supplies,  should  inform  all  other  agencies  of 
the  change  in  procedure.  The  field  purchasing  manual 
should  be  updated  accordingly. 

390.  Develop  a statewide  system  to  improve  mate- 
rials storage  and  distribution  activities. 

Although  the  Department  of  Purchasing  and  Supplies 
maintains  warehouse  space  in  Harrisburg  to  store  agency 
supplies,  available  quantities  are  not  sufficientto  meet  all 
needs.  As  a result,  most  agencies  operate  their  own  stock- 
rooms  and  warehouses.  Thus,  there  is  widespread  inven- 
tory duplication  and  excessive  dollar  investments  for  re- 
quired maintenance.  In  addition,  a lack  of  coordination  in 
regard  to  distributing  supplies  to  field  locations  causes 
undue  transportation  expenditures. 

Proposed  Approach:  In  an  effort  to  identify  the  scope  of 
the  existing  problem  and  to  develop  realistic  solutions, 
the  Governor  should  appoint  a task  force  of  persons  ex- 
perienced in  the  field  of  commercial  warehousing  and 
transportation  systems.  This  group  should  develop  a sys- 
tem to  collect  data  relative  to  existing  inventories,  ware- 
housing and  field  shipment  practices.  Based  on  analysis 
of  this  information,  it  should  determine  the  feasibility  of 
increasing  the  warehousing  capability  of  the  Department 
of  Property  and  Supplies  to  eliminate  agency  storage.  An 
alternative  would  be  to  expand  department  facilities  on  a 
regional  basis  and  revise  purchasing  procedures  to  pro- 
vide increased  levels  of  direct  shipments  and  authority  for 
local  purchases.  If  required,  a state  transportation  system 
could  be  developed  under  the  Department  of  Property 
and  Supplies  to  give  delivery  coverage  to  field  locations. 

Implementation  Strategy:  The  task  force  should  be 
formed  with  an  objective  of  identifying  and  implementing 
optimum  alternatives  within  one  year. 

391.  Establish  multiple  award  contracts  for  road 
maintenance  materials. 

The  method  of  awarding  supply  contracts  for  road 
maintenance  materials  is  wasteful  and  inefficient.  The  bid 
proposal  tells  the  vendor  how  much  of  each  product  will 
be  required  and  where  it  will  be  used.  The  vendor  must 
bid  a price  for  each  location  even  though  all  products  are 
picked  up  by  PennDOT  and  the  supplier's  cost  is  the  same 
except  for  volume  considerations.  These  prices  are  added 
to  a ton/mile  trucking  cost  established  by  PennDOT  for 
shipment  from  the  vendor  to  the  job  site.  Awards  are 


based  on  the  lowest  lay  down  cost  to  each  destination.  As 
vendors  are  given  the  trucking  costs  when  bidding,  the 
result  is  that  the  closer  the  supplier,  the  higher  the  product 
cost.  The  major  defect  in  this  approach  is  simply  that  the 
trucking  cost  computation  table  does  not  develop  real 
expenditures  based  on  time  elements  and  other  factors. 
This  lack  makes  the  entire  procedure  of  questionable 
value. 

Proposed  Approach:  To  reduce  the  total  real  cost  to  the 
state,  multiple  award  contracts  should  be  issued  for  road 
maintenance  materials  purchased  FOB  source  and 
picked  up  in  PennDOT  or  rented  vehicles.  The  closest 
vendor  would  then  be  selected  at  the  time  each  job  was 
done.  Implementation  would  increase  hourly  productiv- 
ity and  reduce  trucking  costs.  The  estimated  annual  sav- 
ing at  current  mileage  and  operator  levels  would  be 
$2. 47-million.  There  would  be  a one-time  cost  avoidance 
of  $1 .5-million  through  the  reduction  of  department  truck 
equipment  requirements. 

Implementation  Strategy:  The  secretary,  Department  of 
Property  and  Supplies,  should  authorize  the  Bureau  of 
Purchases  to  implement  the  revised  bidding  and  contract 
award  procedures. 


FOOD  MANAGEMENT 


Except  for  the  14  colleges  and  university,  food  service  is 
state-operated  in  all  of  Pennsylvania's  institutions.  The 
continuing  objective  is  to  provide  sound  nutritional  diets 
at  the  lowest  possible  cost.  There  are  approximately 
3,244  employees  working  in  the  various  food  service 
units  and  they  prepare  approximately  134,000  meals 
daily.  Raw  food  costs  more  than  $22-million  annually 
while  the  labor  expenditure  is  about  $31 -mi  1 1 ion.  All  food 
is  bought  through  regular  purchasing  procedures  which 
require  bids  except  for  emergency  supplies  and  items 
secured  from  Correctional  Industries.  Each  institution  car- 
ries a significant  inventory  of  foodstuffs. 

RECOMMENDATIONS 

392.  Establish  a bureau  in  the  Department  of  Prop- 
erty and  Supplies  with  responsibility  for  all 
food  service  management  in  the  state. 

There  are  no  standardized  procedures  governing  food 
service  in  state  institutions.  Each  facility  runs  its  own 
operation  without  the  benefit  of  centralized  direction. 
Uniform  food  service  procedures  would  reduce  costly 
duplications  and  waste  in  preparing  purchase  orders, 
bidding  for  food  requirements  and  meal  delivery  systems. 


The  state  spends  approximately  $5  3-m  i 1 1 ion  on  food  ser- 
vice each  year.  Fundamental  improvements  would  pro- 
vide significant  savings  to  the  state  in  both  raw  food  and 
labor  costs. 

Proposed  Approach:  A Bureau  of  Food  Service  Manage- 
ment should  be  established  in  the  Department  of  Property 
and  Supplies.  Its  function  would  be  to  provide  guidelines 
for  effective,  low-cost  food  service  operations  in  all  state 
facilities.  The  organization  would  consist  of  three  divi- 
sions: Dietary;  Procurement,  Warehousing  and  Distribu- 
tion; and  Management  Services.  The  Dietary  Division 
would  establish  nutritional  standards,  special  diet 
guidelines  and  uniform  menus  for  institutional  use.  The 
Procurement,  Warehousing  and  Distribution  Division 
would  monitor  statewide  purchasing  activities,  ware- 
housing procedures  and  delivery  systems  needed  by  the 
institutions.  The  present  Bureau  of  Government  Donated 
Food  would  be  incorporated  into  this  division.  The  Man- 
agement Services  Division  would  be  responsible  for  es- 
tablishing labor  performance  standards,  uniform  proce- 
dures for  food  production  including  portion  control  and 
evaluations  of  individual  operations  and  facilities.  The 
annual  cost  of  implementation  is  estimated  at  $300,000 
for  a staff  of  approximately  12.  However,  the  cost  should 
be  more  than  offset  by  improved  efficiency  in  the  state's 
food  service  program. 

Implementation  Strategy:  The  Governor  should  issue  an 
executive  order  establishing  the  new  Bureau  of  Food 
Service  Management.  Once  organized,  the  bureau  would 
be  responsible  for  the  development  and  distribution  of 
food  service  guidelines  on  a statewide  basis. 

393.  Improve  productivity  of  food  service  employ- 
ees in  state  institutions. 

At  present,  state  institutions  serve  8.5%  fewer  meals  per 
employee  than  the  national  average.  In  addition,  labor 
costs  are  often  higher  than  food  expenditures  in  the  state 
facilities.  Unfortunately,  the  lack  of  productivity  mea- 
surements makes  it  difficult  to  control  payroll  costs. 

Proposed  Approach:  To  effectively  evaluate  the  produc- 
tivity offood  service  employees,  a uniform  means  mustbe 
developed  to  report  the  total  number  of  meals  served 
daily.  A careful  analysis  must  be  made  of  actual  labor 
requirements,  methods  of  service  and  physical  facilities. 

Developing  an  optimum  labor  schedule  and  reducing 
present  staff  to  meet  these  requirements  should  increase 
productivity  and  lower  overall  costs.  Use  of  part-time 
personnel  during  peak  periods  would  be  one  method  of 
achieving  savings.  Bringing  the  number  of  meals  served 
per  employee  in  state  hospitals  up  to  the  national  average 
should  permit  a reduction  of  300  positions  for  an  annual 
saving  of  $2. 2-million. 
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Implementation  Strategy:  Responsibility  forestablishing  a 
productivity  improvement  program  should  be  assigned  to 
the  proposed  Bureau  of  Food  Service  Management. 

394.  Develop  standard  menus  based  on  institutional 
type  and  nutritional  requirements. 

Approximately  80  state  institutions  now  plan  menus  indi- 
vidually on  a daily,  weekly  or  cycled  basis.  The  variations 
make  it  difficult  to  compare  food  costs  and  nutritional 
values  on  a meaningful  basis.  The  present  system  results 
in  much  duplication  of  effort. 

Proposed  Approach:  The  menu  is  a fundamental  man- 
agement tool  which  determines  the  equipment,  supplies, 
labor  and  facilities  needed  in  a food  service  operation.  To 
establish  effective  control  of  food  service  costs,  it  will  be 
necessary  to  develop  a full  year's  menu  for  each  of  the 
various  types  of  state  institutions.  These  meal  plans  must 
be  based  on  the  age,  sex  and  activity  level  of  the  patients 
or  inmates.  To  simplify  the  planning  effort,  cycles  of  from 
six  weeks  to  three  months  can  be  established.  Utilization 
of  standard  menus  will  permit  pre-costing  of  items  and 
portions.  Unless  action  is  taken  to  identify  and  control 
food  expenditures,  a significant  increase  in  overall  cost 
will  result. 

Implementation  Strategy:  To  put  this  plan  into  action  as 
quickly  as  possible,  the  state  should  contract  with  a food 
service  company  to  develop  a year's  menu,  recommend 
portions  and  provide  pre-cost  data  on  each  meal.  The 
proposed  Bureau  of  Food  Service  Management  would  be 
responsible  for  implementing  standard  menu  use  on  a 
statewide  basis. 

395.  Use  a standard  food  production  worksheet  at 
all  state  institutions. 

Although  institution  populations  remain  fairly  stable  and 
admissions  or  discharge  data  are  available,  little  effort  is 
made  to  tie  meal  production  to  this  information.  As  a 
result,  excess  production  causes  waste  and  high  food 
costs. 

Proposed  Approach:  A standard  food  production  work- 
sheet should  be  used  to  establish  meal  requirements  at 
each  institution.  Utilization  of  such  a form  would  permit 
accurate  analysis  of  food  costs,  production  variations, 
waste  and  spoilage.  Supervision  should  also  be  provided 
to  ensure  adequate  portioning  at  all  meals.  Implementa- 
tion should  reduce  overall  food  costs  by  2%  for  an  annual 
saving  of  $450,000. 

Implementation  Strategy:  The  managers  of  food  service 
units  at  the  various  institutions  should  be  supplied  with  a 
standard  production  worksheet.  It  should  be  utilized  to 
provide  proper  control  of  food  production,  service  and 
yield. 


396.  Reduce  food  inventory  levels  in  all  of  the  state 
institutions. 

Food  inventories  at  various  state  institutions  average  from 
three  to  six  months'  supply.  The  resulting  investment  is 
approximately  $62,000  per  state  institution  for  a total  in 
excess  of  $5-million.  Purchase  restrictions  and  time- 
consuming  pre-audits  of  requisitions  encourage  wasteful 
inventory  levels. 

Proposed  Approach:  Purchase  restrictions  and  pre-audit 
requirements  should  be  modified  and  food  inventory 
levels  reduced  to  one  or  two  months'  supply.  Amounts 
which  can  be  expended  without  competitive  bids  should 
be  increased  from  $50  to  $300.  Telephone  bid  solicita- 
tions should  also  be  raised  from  $300  to  $1,000.  Estab- 
lishing a turnover  policy  of  six  times  yearly  would  free 
$2. 5-million  annually  for  investment.  At  6%,  the  annual 
income  would  be  approximately  $150,000. 

Implementation  Strategy:  A central  authority  for  food 
management  within  the  state  should  be  created  by  re- 
structuring the  Bureau  of  Food  Service  Management  in 
the  Department  of  Property  and  Supplies.  It  would  be 
responsible  for  setting  proper  guidelines  on  purchasing 
activities  — including  restrictions  and  pre-audit  require- 
ments. The  bureau  should  also  establish  standard  menu 
formats  and  a uniform  procedures  manual  published  for 
use  by  all  of  the  institutions. 


PENNSYLVANIA  STATE  POLICE 


The  Pennsylvania  State  Police  enforces  state  laws,  regu- 
lates highway  use  and  qualifies  drivers  and  motor  vehi- 
cles. It  assists  the  Department  of  Transportation  in  issuing 
vehicle  and  operator  licenses  and  certificates  of  title.  It 
aids  local,  federal  and  other  state  authorities  in  preventing 
and  detecting  crime,  apprehending  offenders  and  pre- 
serving law  and  order.  It  also  provides  training  for  about 
1,500  municipal  police  annually. 

The  department  has  an  authorized  personnel  comple- 
ment of  4,030  enlisted  and  830  civilian  employees.  Its 
present  strength  includes  2,936  troopers,  946  higher 
ranks  and  81 1 civilian  employees.  The  substitution  of 
civilian  employees  for  troopers  in  suitable  jobs  is  an 
ongoing  policy  of  the  department.  This  is  economical  and 
frees  skilled  officers  for  more  critical  work. 

The  department  has  15  troop  headquarters  and  67  sta- 
tions for  patrol  activities.  In  addition,  it  mans  a headquar- 
ters building  and  seven  other  stations  on  the  turnpike.  Its 
operating  budget  for  fiscal  1975  was  $1 03-million. 


RECOMMENDATIONS 

397.  Combine  certain  proximate  substations  and 
troop  commands. 

All  but  two  of  the  state's  67  counties  have  at  least  one 
State  Police  station.  This  dispersement  is  of  many  years 
standing  but  is  unnecessary  with  today's  improved  high- 
ways, vehicles  and  communications. 

Reducing  the  number  of  stations  is  both  practical  and 
economical,  and  is  endorsed  by  the  State  Police.  Its 
Bureau  of  Research  and  Development  has  made  10 
studies  since  1 970,  recommending  consolidations.  Only 
one  of  these  has  been  implemented;  another  is  sched- 
uled. The  others  were  suspended  because  of  public  and 
political  pressures. 

No  valid  rebuttals  of  the  department's  rationale  on  con- 
solidation have  been  offered.  There  is  merely  a cry  to 
preserve  the  protection  which  citizens  believe  results 
from  the  presence  of  a station  in  their  community.  This 
may  have  been  true  when  troopers  slept  in  the  stations, 
but  that  was  discontinued  years  ago.  What  is  important  is 
the  number  of  troopers  patrolling  an  area  — and  that 
would  not  change. 

Six  of  the  suspended  consolidation  proposals  are  still 
valid.  The  distance  between  the  stations  to  be  combined 
ranges  from  seven  to  20  miles.  All  six  of  the  buildings  to 
be  closed  are  rented,  at  an  average  annual  cost  of  $7,340 
each.  Adding  an  overhead  and  the  salaries  of  a station 
commander  and  communications  personnel,  total  an- 
nual operating  costs  for  each  station  are  nearly  $1 09,000 
— a needless  expenditure. 

Proposed  Approach:  The  scheduled  closings  of  the 
Doylestown  and  Quakertown  stations  should  be  carried 
out  as  soon  as  possible. 

Research  and  Development  should  continue  its  practice 
of  evaluating  the  need  for  every  station  as  trie  1 5-month 
lead  notice  on  its  lease  expiration  is  received.  The  bureau 
also  should  develop  a long-range  plan  showing  optimum 
locations  for  all  stations  regardless  of  county  lines.  This 
would  avoid  building  new  facilities  in  less  than  ideal 
locations.  Following  such  a statewide  plan  would 
maximize  the  effective  use  of  the  Pennsylvania  State 
Police's  resources. 

The  six  proposed  consolidations  should  be  rescheduled 
based  on  lease  expirations.  This  means  that  action  should 
be  taken  to  close  the  Fern  Ridge,  Ephrata  and  Fogelsville 
stations  this  year,  and  the  Avondale,  Frackville  and  Kiski 
Valley  stations  in  1978.  These  six  closings  will  provide 
annual  savings  exceeding  $650,000.  They  will  also  pro- 
duce negative  public  reaction,  which  the  department 
must  counter. 


Implementation  Strategy:  The  actual  closing  of  a station  is 
a simple  matter  which  can  be  performed  swiftly  once  the 
Governor  directs  the  police  commissioner  to  do  so.  How- 
ever, past  station  closings  have  brought  on  strong  public 
reaction  and  pressure  from  legislators.  The  department 
has  tried  to  offset  these  protests  by  holding  public  meet- 
ings and  by  advance  briefings  of  affected  legislators. 
Though  these  have  not  proven  very  effective,  they  must 
be  continued. 

Action  should  be  taken  despite  the  opposition.  Unin- 
formed and  prejudiced  opinion  should  not  be  substituted 
for  the  department's  professional  research  and  judgment. 
Not  only  are  potential  savings  being  lost  but  so  are  the 
time  and  expense  of  conducting  studies.  Therefore,  the 
policy  should  be  to  stand  firm  on  achieving  savings. 

The  commissioner  should  notify  the  Governor  of  each 
proposal  and  then  the  affected  legislators.  The  savings 
should  be  emphasized  and  the  relationship  to  an  overall 
plan  should  be  pointed  out.  It  must  be  shown  to  local 
spokesmen  that  seemingly  modest  savings  are  quite  sig- 
nificant when  multiplied  on  a statewide  basis.  The  argu- 
ment that  wages  are  not  saved  because  the  personnel  will 
be  used  elsewhere  should  be  refuted  by  the  fact  that 
released  troopers  will  fill  vacancies  and  would  not  be 
carried  as  excess.  To  ease  citizen  fears  when  a station  is 
closed,  the  local  troop  commander  should  see  that  spe- 
cial effort  is  made  to  display  the  continuing  presence  of 
state  police. 

398.  Use  civilians  instead  of  police  in  noncritical 
jobs. 

The  State  Police  has  shown  some  progress  on  achieving 
this  goal.  The  department  estimates  that  its  employment 
of  civilians  in  place  of  troopers  can  reduce  employment 
costs  by  40%. 

But,  savings  are  i 1 1 usary  if  the  number  of  persons 
employed  is  allowed  to  increase.  Although  the  depart- 
ment can  curtail  the  hiring  of  cadets,  dismissal  of  rookie 
troopers  would  be  fought  by  the  union.  Therefore,  the 
transfer  of  jobs  from  police  to  civilians  has  to  occur 
through  attrition.  Average  annual  separations  from  the 
enlisted  roster  for  1 973  and  1 974  were  1 1 2.  Those  posi- 
tions could  be  filled  by  civilians. 

However,  there  is  an  authorized  ceiling  of  830  civilian 
jobs  in  the  department  and  only  1 9 are  presently  vacant. 
This  quota  would  have  to  be  moved  upward  and  the 
quota  reduced  for  a significant  changeover  to  occur. 

Proposed  Approach:  The  categories  of  police  jobs  suita- 
ble to  civilian  employment  in  substantial  numbers  are: 
communications  equipment  operators,  troop  mainte- 
nance and  supply  supervisors,  driver  qualification 
examiners  and  garage  supervisors. 
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Communications  positions  total  311.  Of  these,  141  are 
now  designated  for  civilians.  This  leaves  170  troopers 
who  could  be  moved  out  of  these  jobs.  Troop  mainte- 
nance and  supply  supervisors  excluding  the  Turnpike 
Division  number  27.  Only  three  are  civilians,  but  the 
remainder  should  be.  Driver  qualification  examiners  are 
composed  of  99  civilians  and  34  troopers.  All  69  garage 
supervisors  are  troopers.  The  total  of  the  four  categories 
shows  297  troopers  who  could  be  replaced.  There  are 
various  other  jobs,  particularly  in  the  Harrisburg  head- 
quarters, which  also  should  be  switched  over. 

The  current  average  salary  for  a trooper  is  nearly  $ 1 5,000. 
This  average  plus  fringes  for  300  positions  amounts  to 
more  than  $5. 5-million  per  year.  If  those  jobs  were  filled 
by  civilians,  at  a 40%  salary  reduction,  total  annual  sav- 
ings would  be  at  least  $2. 2-million. 

Implementation  Strategy:  The  major  difficulty  in  replac- 
ing police  with  civilians  in  noncritical  positions  is  the 
budget  limitations  on  enlisted  and  civilian  personnel.  The 
police  commissioner  should  request  the  Office  of  the 
Budget  to  adjust  the  authorized  personnel  levels  to  satisfy 
the  needs  of  the  program. 

Attrition  is  slow  but  can  be  used  to  gradually  attain  indi- 
cated savings.  At  the  current  separation  rate,  the  program 
could  take  nearly  three  years. 

However,  the  present  number  of  enlisted  personnel  is  88 
below  authorization.  These  vacancies  should  be  filled  at 
once  by  withdrawing  troopers  from  the  designated  job 
categories  and  replacing  them  with  civilians.  The  same 
process  should  be  applied  for  the  annual  1 00-plus  open- 
ings caused  by  separations  from  the  force.  This  would 
permit  the  supplanting  of  200  troopers  in  the  next  year. 
The  remaining  100  jobs  under  consideration  could  be 
converted  in  the  second  year  through  attrition.  In  the  third 
year,  some  of  those  separated  could  be  replaced  to  keep 
the  force  up  to  the  1975  level.  At  no  time  during  the 
transition  period  would  the  total  roster  exceed  the  pres- 
ently authorized  complement  of  uniformed  and  civilian 
personnel. 

399.  Levy  fees  to  make  the  motor  vehicle  inspection 
program  self-supporting. 

The  State  Police  supervises  the  motor  vehicle  inspection 
program  operated  by  the  Department  of  Transportation 
(DOT),  Bureau  of  Traffic  Safety.  There  are  69  troopers 
designated  as  garage  supervisors.  Both  the  State  Police 
and  DOT's  Inspection  Division  claim  there  is  need  for 
about  50%  more  men  to  cope  with  the  present  require- 
ments of  the  program.  However,  they  may  have  to  get 
along  with  even  fewer  personnel  because  the  budget 
provision  for  fiscal  1976  of  $750,000  is  $154,000  less 
than  in  1975.  All  but  $ 1 5,000  of  this  budget  is  for  salaries. 
The  use  of  the  police  vehicles  is  charged  to  patrol. 


There  are  nearly  17,000  inspection  stations,  which  by 
law,  State  Police  must  visit  and  audit  twice  a year.  In 
addition,  they  annually  examine  and  certify  about  1 7,000 
mechanics,  and  investigate  1,500  applications  to  open 
stations  and  almost  4,500  vehicle-owner  complaints 
about  inspections. 

Proposed  Approach:  There  are  two  ways  to  tackle  the 
manpower  problem:  make  more  money  available  to 
employ  additional  supervisors;  and  reduce  the  supervi- 
sory work  load. 

To  help  defray  costs,  the  state  should  charge  an  annual 
license  fee  for  each  inspection  station.  At  only  $25  per 
year,  this  would  amount  to  about  $41 8,000.  In  addition, 
fees  should  be  charged  for  examining  and  certifying  new 
mechanics  and  for  opening  new  inspection  stations.  At 
$10  per  mechanic  and  $50  per  new  station,  these  fees 
would  bring  in  $245,000.  Total  additional  annual  reve- 
nues would  amount  to  $663,000.  That  still  falls  short  of 
covering  the  cost  of  the  supervisory  function. 

However,  charging  for  services  which  are  now  provided 
free  will  discourage  applications  by  unqualified  stations 
and  mechanics,  thereby  reducing  the  visitation  work  of 
the  garage  supervisors.  Their  semi-annual  audit  visits 
should  become  annual  to  tie  in  with  the  proposed  licen- 
sing. This  would  reduce  manpower  requirements  by 
about  12  men,  thus  saving  approximately  $200,000  per 
year.  There  would  be  additional  savings  in  police  time  if 
the  station  licensing  fee  is  relevied  on  those  that  fail  an 
inspection.  Owners  would  then  take  more  care  to  comply 
with  standards,  so  the  need  for  reinspection  would  drop. 

Implementation  Strategy:  To  institute  these  new  practices, 
changes  in  the  motor  vehicle  code  are  required.  Such 
legislation  would  need  strong  political  support  to  with- 
stand opposition  from  inspection  station  owners  and  their 
mechanics.  The  police  commissioner  and  the  secretary, 
Department  of  Transportation,  should  jointly  prepare  a 
thorough  justification  of  these  proposals  for  the  Governor 
to  present  to  the  General  Assembly. 


DEPARTMENT  OF 
TRANSPORTATION 

The  department  administers  all  programs  relating  to 
motor  vehicles  and  their  operation  within  the  state.  It  also 
handles  highway  construction  and  maintenance,  mass 
transit  systems  and  aviation  and  navigation  activities. 
Overall  responsibilities  encompass  the  development  of 
programs  for  safe  and  adequate  transportation  facilities 
and  services  throughout  the  state.  The  fiscal  budget  for 


1975  was  approximately  $927-million.  This  includes 
federal  grants  of  $227-million  and  general  funds  of  $81- 
million.  Approximately  85%  of  PennDOT's  20,800  em- 
ployees are  directly  engaged  in  highway  planning,  con- 
struction and  maintenance.  For  fiscal  1976,  capital  high- 
way projects  will  require  approximately  $500-million. 

RECOMMENDATIONS 

400.  Provide  fiscal  resources  to  finance  PennDOT 
operations. 

The  Motor  License  Fund  is  composed  of  revenues  from 
motor  license  fees,  operator  license  charges,  fuel  taxes, 
federal  aid  for  highway  construction  and  miscellaneous 
monies.  It  is  used  for  highway  construction  and  mainte- 
nance activities,  licensing  and  safety  functions,  aviation 
and  support  of  the  State  Police  highway  patrol.  Revenues 
are  fixed  on  a per-unit  basis  and  are  not  sufficient  to  cover 
increased  operating  costs  in  these  various  areas.  Borrow- 
ing from  the  general  fund,  however,  is  not  a responsible 
fiscal  approach  to  managing  the  highway  and  motor 
safety  needs  of  the  state.  Revenues  should  be  increased  to 
meet  department  commitments. 

Proposed  Approach:  The  General  Assembly  must  provide 
resources  for  PennDOT's  operations.  It  is  fiscally  unwise 
to  continue  the  current  practice  of  financing  department 
deficits  by  borrowing  from  the  general  fund.  Additional 
revenues  of  approximately  $1  50-million  annually  are 
needed.  Various  methods  could  be  used  such  as  in- 
creased vehicle  and  operator  license  fees  or  higher  fuel 
taxes.  Whatever  means  are  chosen,  it  is  desirable  that 
they  bear  principally  on  highway  users. 

Implementation  Strategy:  The  department  secretary 
should  prepare  appropriate  legislation  for  review  by  the 
Governor  and  submission  to  the  General  Assembly. 

401.  Eliminate  peak  staffing  in  inspection  forces. 

Capital  highway  projects  require  $500-million  per  year  at 
present,  but  this  amount  will  decrease  steadily  in  the 
future.  The  Department  of  Transportation,  with  2,200 
inspectors,  has  been  staffed  to  meet  peak  construction 
demands  because  personnel  are  not  used  efficiently.  For 
example,  summer  is  the  period  of  highest  construction 
activity,  but  no  attempt  is  made  to  schedule  vacations  to 
more  appropriate  times.  Effective  utilization  of  inspectors 
during  the  winter  is  doubtful. 

Proposed  Approach:  The  department  should  be  staffed  to 
meet  minimum  ratherthan  peak  inspection  requirements. 
Current  and  future  inspection  service  needs  should  be 
projected  and  minimum  manning  levels  set.  It  is  esti- 
mated that  1 0%  of  the  current  force  could  be  eliminated 
with  no  adverse  effect  on  inspection  activities.  As  con- 
struction projects  decrease,  additional  staff  reductions 


should  be  made.  Guidelines  should  be  provided  to  dis- 
trict engineers  and  county  superintendents  regarding  va- 
cations and  leave  time.  Work  absences  during  peak 
periods  should  be  held  to  a minimum.  A reduction  of  220 
positions  should  be  possible  for  an  annual  saving  of  ap- 
proximately $3. 1 -million. 

Implementation  Strategy:  The  deputy  secretary,  Highway 
Administration,  should  develop  manning  requirements 
and,  in  cooperation  with  the  deputy  chief,  Engineers, 
necessary  vacation  and  leave  time  guides.  Excess  inspec- 
tor positions  should  be  phased  out  as  quickly  as  possible. 

402.  Revise  maintenance  work  schedules. 

Productivity  in  the  highway  maintenance  area  is  poor 
because  of  the  travel  and  set-up  time  required  before 
work  can  begin.  Scheduling  a portion  of  the  work  force  to 
work  longer  hours,  but  fewer  days,  would  improve  over- 
all efficiency.  Overtime  payments  required  by  the  current 
labor  contract  might  be  avoided  through  negotiations  in 
view  of  the  shorter  workweek. 

Proposed  Approach:  The  maintenance  workers  who 
handle  manual  patching,  liquid  bituminous  surface 
treatments,  sign  maintenance,  ditch  cleaning  and  cutting 
unpaved  shoulders  should  be  rescheduled  to  a 9.5  hour 
day,  four  days  a week.  This  policy  would  be  in  effect  for 
approximately  two-thirds  of  the  year  while  daylight  hours 
are  sufficient  to  encompass  the  longer  day.  Implementa- 
tion would  increase  net  productive  hours  from  5.5  to  7.5 
for  each  worker.  The  weekly  increase,  based  on  a four- 
day  schedule,  would  amount  to  9.1%  per  worker.  Im- 
plementation would  permit  a reduction  of  2 1 7 positions 
for  a net  annual  saving,  less  overtime  pay,  of  about 
$ 1 .33-million. 

Implementation  Strategy:  The  deputy  secretary,  Highway 
Administration,  should  adopt  a policy  of  variable  work 
hours  for  maintenance  personnel  with  overtime  pay- 
ments if  necessary.  A pilot  program  should  be  started  in 
two  or  three  counties.  Full-scale  implementation  should 
be  budgeted  for  fiscal  1976. 

403.  Establish  fees  to  cover  service  costs  related  to 
traffic  convictions. 

The  Operator  Improvement  Division  of  the  Bureau  of 
Traffic  Safety  administers  more  than  200  driver  improve- 
ment schools  throughout  the  state.  It  also  reviews  point 
and  nonpoint  traffic  convictions.  Bureau  personnel  con- 
duct hearings  for  operators  convicted  of  nonpoint  viola- 
tions and  those  whose  records  reach  six  points  for  the 
third  time.  Approximately  9,000  convictions  per  month 
result  in  point  accumulations  which  require  the  driver  to 
go  to  school. 

Proposed  Approach:  Penalties  for  point  and  nonpoint 
violations  should  be  increased  to  improve  their  effective- 
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ness  as  deterrents  by  establishing  fees  to  cover  the 
bureau's  costs  for  its  services.  A charge  of  $1 0 should  be 
authorized  for  attendance  atdriver  improvement  schools. 
Another  $10  fee  should  be  established  for  restoring  sus- 
pended licenses.  Hearings  on  nonpoint  violations  should 
carry  a charge  of  $5  and,  if  more  than  one  continuance  is 
necessary,  an  additional  fee  of  $25  should  be  assessed  for 
each  request.  The  total  annual  income  to  be  realized 
would  amountto  $3. 4-million.  Interviews  for  drivers  who 
accumulate  six  points  a third  time  should  be  eliminated. 
Informing  them  of  the  consequences  of  further  convic- 
tions by  mail  would  permit  an  annual  saving  of  $228,000 
by  eliminating  associated  costs. 

Implementation  Strategy:  The  Motor  Veh ic le  Code  shou  Id 
be  amended  to  provide  required  fees  and  procedural 
changes. 

404.  Reduce  the  frequency  of  conducting  motor  ve- 
hicle inspections. 

Pennsylvania  is  one  of  only  nine  states  which  requires 
semiannual  motor  vehicle  inspections.  The  majority  in- 
spect cars  on  an  annual  basis.  Fees  in  Pennsylvania  vary 
due  to  differences  in  labor  costs.  The  current  range  is  from 
$5  to  $10.  Using  an  average  of  $6  and  estimating  that  at 
least  6-million  of  the  7.5-million  cars  in  the  state  are 
inspected  in  public  stations,  the  annual  cost  to  the  public 
is  $72-million.  In  1974,  there  were  277,271  accidents 
reported.  Vehicle  failure  was  blamed  as  the  prime  factor 
in  only  7,293  or  2.6%  of  this  total. 

Proposed  Approach:  In  view  of  the  great  improvements  in 
vehicles  and  highways  since  enactment  of  the  law  as  well 
as  the  substantial  cost  to  the  public,  the  frequency  of 
motor  vehicle  inspections  should  be  reduced  to  one  a 
year.  Implementation  would  provide  an  annual  saving  to 
Pennsylvania's  drivers  of  at  least  $36-million.  This  money 
could  be  used  to  cover  fees  for  proposed  emission  stan- 
dards inspections.  More  frequent  checks  could  be  re- 
quired for  vehicles  involved  in  accidents  or  driven  an 
excessive  number  of  miles  on  a regular  basis.  Implemen- 
tation would  also  enable  Inspection  Division  personnel  to 
devote  more  time  to  meaningful  analysis  of  inspection 
reports. 

Implementation  Strategy:  Legislation  should  be  intro- 
duced to  amend  the  Motor  Vehicle  Code.  Some  political 
pressure  may  be  brought  against  the  change,  but  it  could 
be  countered  by  efforts  of  consumer  protection  groups. 

405.  Reschedule  pay  periods  in  the  Department  of 
Transportation  in  order  to  simplify  overtime 
calculations. 

The  Department  of  Transportation  has  1 5,000  employees 
whose  pay  periods  end  on  either  Wednesday  or  Thurs- 
day. Because  of  this,  two  sets  of  payroll  data  must  be  used 


to  compute  overtime,  increasing  the  amount  of  clerical 
time  required  to  do  the  calculations. 

Proposed  Approach:  Having  all  pay  periods  end  at  mid- 
night on  Sunday  would  eliminate  the  necessity  for  using 
two  sets  of  payroll  data.  This  would  save  32,500  man- 
hours of  clerical  time  annually.  Implementation  would 
require  three  months  and  would  provide  an  annual  saving 
of  $161,000  through  reductions  of  clerical  staff. 

Implementation  Strategy:  The  department  secretary 
should  approve  the  change  which  will  be  implemented 
by  the  assistant  comptroller. 

BUREAU  OF  MOTOR  VEHICLES 

This  bureau  collects  fees  and  issues  certificates  of  title, 
license  plates  and  renewal  registrations  for  all  motor  ve- 
hicles, trailers  and  tractors.  It  also  issues  learners'  permits 
and  drivers'  licenses  and  maintains  records  on  every 
motor  vehicle  and  operator  in  the  state.  In  1974,  the 
bureau  processed  more  than  18-million  items.  There  are 
1,007  employees.  For  fiscal  1975,  the  bureau  paid  more 
than  $8. 3-million  in  wages  and  collected  approximately 
$200-million  in  fees. 

RECOMMENDATIONS 

406.  Transfer  the  functions  performed  by  the  De- 
partment of  Revenue's  Motor  Vehicle  Sales  Tax 
Division  to  the  Bureau  of  Motor  Vehicles. 

Until  1 971,  the  Bureau  of  Motor  Vehicles  was  part  of  the 
Department  of  Revenue  and  collected  sales  taxes  on  ve- 
hicles. When  the  bureau  was  transferred  to  the  Depart- 
ment of  Transportation,  these  sales  tax  activities  were 
retained  by  the  Department  of  Revenue.  The  resulting 
division  of  responsibility  has  caused  excessive  paper 
handling,  processing  delays  and  workflow  problems. 

Proposed  Approach:  The  functions  of  the  Motor  Vehicle 
Sales  Tax  Division  should  be  transferred  to  the  Bureau  of 
Motor  Vehicles.  There  would  be  no  need  to  increase 
bureau  supervisory  personnel  and  some  15  employees 
involved  in  coding,  sorting  and  reassembly  activities 
could  be  eliminated.  Personnel  reductions  would  provide 
an  annual  saving  of  $150,000  in  salaries  and  benefits. 

Processing  sales  tax  checks  now  requires  seven  working 
days  because  of  the  need  to  transfer  documents  between 
locations.  With  the  relocation,  the  procedure  would  be 
carried  out  in  one  day  — making  sales  tax  revenues 
available  for  investment  eight  calendar  days  earlier.  At 
6%,  the  increase  in  investment  income  would  amount  to 
$254,000  annually,  based  on  deposits  of  $1 93-million. 
Another  advantage  would  be  the  ability  to  hold  titles  until 
sales  tax  discrepancies  were  cleared  up. 


Implementation  Strategy:  The  Governor  should  authorize 
the  transfer  of  responsibilities  from  the  Department  of 
Revenue  to  the  Department  of  Transportation.  Reloca- 
tions of  employees  and  equipment  could  then  follow 
immediately. 

407.  Establish  a cycle  basis  for  renewing  passenger 
vehicle  registrations. 

The  bureau's  Receiving  Division  processes  vehicle  and 
operator  renewals  after  determining  there  are  no  changes 
in  recorded  information  and  that  the  correct  fee  is  at- 
tached. The  cycle  basis  for  operator  renewals  ensures  a 
steady  work  load  of  about  300,000  items  per  month. 
However,  the  annual  renewal  for  vehicle  registrations 
results  in  severe  peak  work  loads  especially  in  January.  In 
order  to  meet  processing  requirements,  the  division  must 
add  temporary  help  every  year.  In  the  first  quarter,  there 
are  three  temporary  employees  for  every  two  regular  staff 
members.  As  training  of  these  personnel  consists  of  plac- 
ing them  next  to  an  experienced  employee,  the  result  is 
inefficiency  and  increased  potential  for  mistakes.  The 
imbalance  of  renewals  also  affects  work  loads  in  other 
operating  units  — particularly  the  Motor  License,  Records 
and  Mailing  Divisions. 

The  unnecessary  costs  associated  with  annual  renewals 
cannot  be  fully  determined  since  the  imbalance  also 
brings  periods  of  low  utilization  of  regular  employees. 
However,  the  expenditure  for  temporary  staff  in  fiscal 
1 974  was  $31  7,000  while  overtime  payments  totaled  an 
additional  $285,000.  The  growing  number  of  vehicles  to 
be  registered  each  year  simply  adds  to  the  problems. 

Proposed  Approach:  Balancing  the  processing  of  pas- 
senger car  registrations  will  require  rescheduling  other 
classes  of  vehicles  as  well.  The  entire  8.25-million  regis- 
trations must  be  considered  in  the  attempt  to  even  out  the 
work  load.  The  proposed  target,  therefore,  is  to  schedule 
about  700,000  renewals  per  month  as  illustrated  to  the 
right  in  the  table  showing  vehicle  registrations. 

To  accomplish  this,  it  will  be  necessary  to  have  a transi- 
tion year  in  which  renewals  will  be  issued  for  periods  as 
short  as  six  months  and  as  long  as  17  months.  The  first 
group,  after  paying  a six-month  registration  in  March, 
would  get  renewals  due  September  30,  1976.  These 
would  not  expire  until  Beptember  30,  1977.  The  tag 
would  be  1977  with  a sticker  showing  the  expiration 
month.  The  fee  paid  in  March  1976  would  be  half  the 
annual  amount  while  the  rate  in  September  would  be  the 
full  charge. 

Although  cash  flow  would  be  reduced  in  fiscal  1 976,  this 
would  be  offset  by  the  increase  in  fiscal  1977.  The  next 
group  would  pay  for  seven  months  in  March  1 976  and  a 
full  annual  fee  in  October  1976,  and  so  on. 


TRANSITION  SCHEDULE  OF  VEHICLE  REGISTRATION 


Registration 

Croup 

Last  Digits  of 
Title  Number 

Number  of 
Registrations 

1 

*X1  & 10 

710,000 

2 

X2  & 20 

710,000 

3 

X3 

646,000 

4 

X4  & 40 

710,000 

5 

X5  & 50 

710,000 

6 

X6 

646,000 

7 

X7  & 70 

710,000 

8 

X8  & 80 

710,000 

9 

X9  & 90 

710,000 

10 

30  & 60  & 00 
All  Trailers 

652,000 

1 1 

Heavy  Commercial 
Part  of  Light  Commercial 

662,000 

12 

Balance  of  Light  Commercial 
Motorcycles 

657,000 

Total  Year 

8,233,000 

*X  indicates  any  digit,  1 through  0 

This  approach  would  mean  that  about  4.2-million  pas- 
senger cars  and  883,000  light  commercial  vehicles 
would  pay  a fractional  fee  on  their  present  renewal  dates 
in  1976.  However,  2.8-million  of  these  passenger  cars 
would  pay  another  full  fee  in  the  same  year.  About 
700,000  passenger  vehicles  would  remain  on  their  pres- 
ent schedule  while  1.56-million  such  cars,  324,000 
motorcycles,  1 12,000  heavy  trucks  and  460,000  trailers 
would  pay  only  once  in  1976,  but  for  more  than  a one- 
year  fee.  The  longest  term  wou  Id  be  1 7 months  for  motor- 
cycles, but  they  carry  the  smallest  fee. 

Implementation  should  eliminate  the  need  for  temporary 
employees  in  the  Receiving  Division  and  permit  regular 
staff  reductions  in  this  division  and  several  other  areas 
such  as  Data  Entry,  Records,  Mailing,  Motor  License  and 
Telephone  Information.  The  total  savings  should  be  ap- 
proximately $1. 1-million  per  year.  Several  other  states 
have  already  adopted  this  system  successfully. 

Implementation  Strategy:  Immediate  legislative  action  is 
needed  to  provide  for  necessary  changes  before  the  new 
1977  metal  plates  are  issued.  Adjustments  in  the  bureau 
and  a public  information  program  can  be  started  as  soon 
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as  the  legislation  is  enacted.  The  division  of  passenger 
vehicle  registrations  into  10  time  periods  would  have  to 
be  done  through  an  arbitrary  computer-controlled  proce- 
dure based  on  the  digits  in  the  title  number.  This  is  neces- 
sary to  keep  quantities  balanced.  Specifically,  the  plan 
would  work  out  as  shown  directly  below  in  the  Transition 
Schedule  Chart. 

408.  Prohibit  the  use  of  dealer  plates  on  repair  ser- 
vice or  towing  and  wrecker  vehicles. 

The  existing  statutory  policy  which  allows  automobile 
dealers  to  purchase  registration  plates  by  paying  $50  for 
the  first  and  $1 0 for  subsequent  plates  results  in  a loss  of 
revenue  to  the  state.  This  happens  when  the  plates  are 
used  on  repair  service  or  towing  and  wrecker  vehicles. 
Normally,  fees  for  these  types  of  vehicles  are  based  on 
gross  weight  and  range  from  $26  to  $535.  The  use  of  a 
dealer  plate  eliminates  the  need  to  pay  these  charges. 


Proposed  Approach:  The  state  should  prohibit  the  use  of 
dealer  plates  on  repair  service  or  towing  and  wrecker 
vehicles.  Instead,  gross  weight  requirements  should  be 
universally  applied  and  the  properfees  collected.  Current 
dealer  application  forms  should  be  redesigned  so  that 
vehicles  which  come  underthis  requirement  can  be  iden- 
tified. No  change  in  registration  procedures  would  be 
made  in  regard  to  other  noncommercial  dealer  vehicles. 
Implementation  would  provide  an  additional  income  of 
$325,000  per  year. 

Implementation  Strategy:  Universal  application  of  the 
state  law  for  gross  weight  charges  on  repair  service  or 
towing  and  wrecker  vehicles  should  be  pursued  by  the 
Bureau  of  Motor  Vehicles.  It  may  be  necessary  to  amend 
existing  statutes,  but  a study  should  be  made  of  current 
registration  practices.  It  is  possible  that  implementation 
could  be  achieved  through  a change  in  administrative 
procedures. 
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409.  Eliminate  the  free  registration  windows  in  the 
Motor  License  Division. 

Four  of  the  44  public  windows  in  this  division  are  as- 
signed for  use  by  persons  entitled  to  waiver  of  fees  by  the 
Motor  Vehicle  Code.  Utilization  at  these  windows  is  so 
low,  employees  must  do  minor  clerical  work  to  keep  busy 
even  when  other  windows  have  waiting  lines.  This  is 
inefficient  and  creates  a poor  public  image. 

Proposed  Approach:  The  free  transactions  should  be 
handled  as  part  of  the  regularflow  of  business.  This  would 
encourage  these  types  of  registrants  to  use  the  mail  and 
would  eliminate  the  need  for  three  of  the  four  clerks  now 
manning  the  windows.  One  clerk  should  be  retained  to 
handle  miscellaneous  activities.  The  annual  saving 
would  be  $30,000. 

Implementation  Strategy:  The  bureau  director  should  au- 
thorize the  necessary  administrative  procedural  change 
and  staff  reduction. 

410.  Require  express  messengers  to  use  a special 
delivery  station  and  merge  legislative  and  ex- 
press services. 

The  practice  of  express  messengers  using  public  windows 
to  process  multiple  registrations  causes  undue  delay  for 
other  customers.  Since  clerks  will  not  accept  more  than 
five  applications  from  one  person,  the  messengers  simply 
put  in  five  pieces  and  then  rejoin  the  line.  The  Motor 
License  Division  provides  a special  service  for  members 
of  the  General  Assembly  which  is  similar  in  nature  to  that 
provided  by  the  express  messengers.  Six  full-time  em- 
ployees are  required  to  handle  the  legislative  service. 
Such  specialization  is  inefficient. 

Proposed  Approach:  A section  of  the  division's  public 
room  should  be  set  aside  for  licensed  messengers  and 
legislators  to  deliver  their  work.  Identification  numbers, 
prominently  displayed  on  each  item,  will  preserve  any 
required  priorities.  Receptacles  could  be  provided  for 
each  class  of  vehicle  and  the  contents  routed  to  the  proper 
examining  section.  In  addition,  window  clerks  should 
limit  the  number  of  applications  to  three  per  person. 
Reorganizing  the  workflow  in  this  manner  would  permit  a 
reduction  of  six  employees  in  the  legislative  service  sec- 
tion and  another  six  from  the  public  windows.  Implemen- 
tation would  provide  an  annual  saving  of  $100,000  and 
should  improve  overall  service  levels. 

Implementation  Strategy:  The  new  procedures  should  be 
authorized  by  the  bureau  director.  An  information  pro- 
gram should  be  initiated  to  inform  the  association  of 
express  messengers  of  the  advantages  of  the  proposed 
system.  These  would  include:  better  facilities,  standard- 
ized treatment  and  more  efficient  work  processing. 


411.  Revise  processing  of  learners'  permits. 

The  processing  of  learners'  permits  is  unduly  complicated 
and  takes  far  too  long.  Applicants  must  go  to  the  State 
Police  for  an  eye  exam  and  a family  doctor  for  a physical. 
Unless  the  applicant  is  1 6 or  1 7 years  old,  inquiries  must 
be  made  of  the  National  Driver  Registry  Service  in  Wash- 
ington. When  that  clears,  the  Bureau  of  Motor  Vehicles 
sends  an  application  form  which  must  be  completed  and 
returned  with  a $4  fee.  A permit  is  then  issued  for  90  days 
— 1 20  days  if  the  applicant  plans  to  attend  an  approved 
driver  training  school. 

Proposed  Approach:  The  Bureau  of  Motor  Vehicles  could 
save  $86,000  annually  by  distributing  applications 
through  State  Police  offices  and  motor  clubs  instead  of 
mailing  them.  The  form  should  have  an  attachment  for  the 
eye  test  and  physical  exam  reports.  Printing  them  on 
check  paper  would  prevent  alterations.  By  having  the 
applicant  return  exam  results,  instead  of  the  physician, 
undue  processing  delays  could  be  reduced.  Where  no 
disability  appeared,  the  applicant  could  expect  a permit 
within  a few  days.  The  check  with  the  federal  clearing- 
house could  be  done  simultaneously  with  permit  is- 
suance. If  a license  suspension  record  did  appear,  the 
permit  could  be  withdrawn. 

By  establishing  permits  of  standard  duration,  the  bureau 
could  save  $1  2,000  annually  in  clerical  costs  for  sorting, 
filing  and  so  on.  Implementation  should  provide  a signifi- 
cant service  improvement. 

Implementation  Strategy:  Legislation  should  be  initiated 
by  the  bureau  director  to  standardize  permit  durations 
and  procedures  revised  to  streamline  the  paper  flow  as 
proposed. 

412.  Destroy  old  title  documents  now  in  active  files 
at  remote  location. 

Old  titles  are  being  stored  in  900  filing  cabinets  which 
occupy  5,200  square  feet  of  space.  They  must  be  moved 
to  make  room  for  1 977  license  tags.  Although  the  bureau 
has  begun  a program  of  microfilming  title  records  to 
conserve  space,  photographing  the  30-million  docu- 
ments in  question  would  require  40  man-years.  The  cost 
would  be  in  excess  of  $400,000.  Approximately  840  of 
the  900  cabinets  house  registrations  from  1911  through 
1 963.  File  maintenance  and  information  retrieval  is  han- 
dled by  three  employees.  Most  of  the  inquiries  made  on 
these  and  more  recent  title  records  could  be  more  easily 
handled  by  the  computer 

Proposed  Approach:  The  bureau  should  adopt  a policy  of 
disposing  of  motor  vehicle  titles  after  1 0 years  and  trailer 
files  after  20.  This  would  permit  immediate  destruction  of 
the  records  in  question,  except  for  trailer  documents. 
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Implementation  would  also  eliminate  the  need  for  micro- 
filming,  providing  a one-time  cost  avoidance  of 
$400,000.  Since  procedures  exist  for  reestablishing  title 
records,  the  proposed  purging  should  cause  no  problems. 
Trailer  files  and  permanent  registrations  for  antique  autos 
could  be  moved  to  the  main  building.  Overall  staff  re- 
quirements would  be  reduced  by  five  positions  by  elimi- 
nating the  document  searches  now  available.  Requests 
for  information  which  do  not  have  the  proper  fee  attached 
should  be  rejected  and  returned.  Answering  inquiries 
with  computer  printouts  and  accepting  proof  of  payment 
in  regard  to  license  stickers  which  were  not  received 


would  reduce  personnel  requirements  by  another  two 
positions.  This  would  provide  an  annual  saving  of 
$75,000  in  salaries  and  benefits. 

Implementation  Strategy:  With  the  concurrence  of  the 
secretary,  Department  of  Transportation,  the  bureau  di- 
rector should  implement  a destruction  policy  in  regard  to 
motor  vehicle  titles  prior  to  1 964.  Computer  data  should 
be  used  to  answer  inquiries  and  various  sections  trained 
to  respond  to  requests  with  minimum  handling.  Excess 
personnel  levels  should  be  reduced  as  the  final  phase  of 
implementation. 
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DIGEST  OF  RECOMMENDATIONS 


RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

Department  of  Education 

i. 

Reorganize  the  Department  of  Education. 

Executive 

2. 

Assign  functional  responsibility  for  state  col- 
lege and  university  fiscal  programs  and  activi- 
ties to  the  comptroller  in  the  Department  of 
Education. 

Executive 

3. 

Conduct  a management  review  of  state-owned 
and  state-related  colleges  and  universities  as 
part  of  the  annual  state  audit. 

Executive 

Annual  Cost 

$20,000 

4. 

Establish  an  employee  exchange  program  be- 
tween the  Department  of  Education  and  indus- 
try to  foster  understanding  and  improve  opera- 
tional techniques. 

Executive 

5. 

Disburse  subsidy  advances  to  intermediate 
units  and  vocational  education  schools 
monthly. 

Legislative 

Annual  Income 

$2.4-million 

6. 

Eliminate  the  state's  contribution  to  the  Public 
School  Employees  Retirement  Fund  for  posi- 
tions paid  by  federal  funds. 

Executive 

Annual  Saving 
Annual  Cost 
(Federal) 

$5.1  -million 
$5. 1-million 

7. 

Do  not  award  PHEAA  grants  for  use  in  states 
which  do  not  reciprocate  with  Pennsylvania. 

Executive 

8. 

Relocate  department  units  now  housed  in  the 
Executive  House  and  Penbrook  Computer 
Center. 

Executive 

9. 

Centralize  negotiation  and  administration  of 
all  department  service  contracts. 

Executive 

Annual  Saving 

$ 1 .09-million 

10. 

Use  an  advancement  account  to  pay  travel  ad- 
vances and  reimbursements  to  employees  for 
incurred  expenses. 

Executive 

11. 

Eliminate  the  pre-audit  and  encumbrancing  of 
the  advice  of  change  for  field  limited  and  mis- 
cellaneous orders. 

Executive 

Office  of  Basic  Education 

12. 

Eliminate  the  positions  of  assistant  director  and 
administrative  assistant  in  the  Bureau  of  Cur- 
riculum Services. 

Executive 

Annual  Saving 

$69,000 

13. 

Consolidate  the  offices  of  the  Bureau  of  Special 
and  Compensatory  Education  in  one  location. 

Executive 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

14. 

Abolish  the  position  of  coordinator.  School  So- 
cial Work  Services  Section. 

Executive 

Annual  Cost  Avoidance 

$28,000 

Office 

of  Higher  Education 

15. 

Review  and  update  the  Master  Plan  for  Higher 
Education. 

Executive 

16. 

Maintain  a list  of  participants  in  the  Act  101 
program  in  the  Office  of  Equal  Opportunity. 

Executive 

Annual  Saving 

$66,500 

17. 

Discontinue  evaluator  payments  authorized 
for  Act  101  program  review. 

Executive 

Annual  Saving 

$27,600 

18. 

Increase  the  teacher  certification  fee  to  $10. 

Executive 

Annual  Income 

$250,000 

State-Owned  Institutions 

19. 

Adopt  an  integrated  systemwide  long-range 
planning  program. 

Executive 

Annual  Saving 

$7. 8-million 

20. 

Establish  performance  standards  for  the  man- 
agement and  administrative  personnel  in  the 
state-owned  colleges  and  university. 

Executive 

21. 

Establish  procedures  for  identifying  and  im- 
proving faculty  productivity  levels. 

Executive 

Annual  Saving 

$1 0-million 

22. 

Accelerate  the  replacement  of  noninstruc- 
tional,  faculty-level  administrators. 

Executive 

Annual  Saving 

$1 . 6-million 

23. 

Expand  the  personnel  function  at  state-owned 
institutions. 

Executive 

24. 

Eliminate  payment  of  unemployment  compen- 
sation claims  during  summer  vacation  periods. 

Executive 

Annual  Saving 

$200,000 

25. 

Do  not  replace  teachers  on  sabbatical  leave 
with  equivalent-level  professional  instructors. 

Executive 

Annual  Saving 

$400,000 

26. 

Implement  the  State  College  and  University 
Budgeting  System  by  the  end  of  fiscal  1976. 

Executive 

27. 

Discontinue  state  funding  of  laboratory 
schools. 

Executive 

Annual  Saving 

$2-mi  1 1 ion 

28. 

Adjust  the  tuition  basis  at  state-owned  institu- 
tions to  reflect  operating  costs. 

Legislative 

Annual  Income 

$ 1 7.9-million 

29. 

Determine  the  actual  cost  of  operating  resi- 
dence halls  and  adjust  room  fees  accordingly. 

Executive 

Annual  Income 

$1 . 8-million 

30. 

Standardize  miscellaneous  fees  for  state- 
owned  schools. 

Executive 

Annual  Income 

$484,000 

31. 

Eliminate  tuition  refund  programs  for  em- 
ployee dependents  at  state-owned  institutions. 

Executive 

Annual  Saving 

$375,000 

32. 

Develop  an  investment  procedure  to  maximize 
the  rate  of  return  of  funds  held  by  the  colleges. 

Executive 

Annual  Income 

$350,000 

RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

33. 

Streamline  procedures  for  transmitting  cash 
from  the  state-owned  colleges  and  university  to 
the  Treasury  Department. 

Executive 

Annual  Income 

$1  12,500 

34. 

Solicit  increased  contributions  from  founda- 
tions, alumni  and  the  federal  government  to 
supplement  present  income. 

Executive 

Annual  Income 

$ 1 ,5-million 

35. 

Pay  the  salaries  and  fringe  benefits  for  alumni 
directors  from  alumni  contributions. 

Executive 

Annual  Saving 
Annual  Cost  Avoidance 

$ 90,000 
$120,000 

36. 

Establish  regional  computer  centers  to  serve 
the  state-owned  institutions. 

Executive 

Annual  Saving 

$3. 6-million 

37. 

Regionalize  the  placement  offices  of  the  14 
state-owned  colleges. 

Executive 

Annual  Saving 

$434,000 

38. 

Enforce  a uniform  energy  conservation  pro- 
gram at  all  state-owned  institutions. 

Executive 

Annual  Saving 

$500,000 

39. 

Examine  the  need  for  automatic  control  and 
monitoring  systems  at  state-owned  institutions. 

Executive 

40. 

Eliminate  the  requirement  for  purchase  orders 
on  items  costing  less  than  $100. 

Executive 

Annual  Saving 

$1 12,000 

41. 

Publish  an  information  booklet  describing  the 
14  state-owned  schools. 

Executive 

Annual  Cost 

$9,000 

42. 

Reduce  publishing  costs  for  undergraduate 
catalogs. 

Executive 

Annual  Saving 

$50,000 

Bloomsburg  State  College 

43. 

Establish  a branch  of  a local  bank  on  campus. 

Executive 

Annual  Saving 
Annual  Income 

$10,000 
$ 3,000 

44. 

Require  that  students  register  cars  and  park 
them  on  campus. 

Executive 

Annual  Income 

$10,000 

45. 

Sell  most  of  the  unused  acreage  belonging  to 
Bloomsburg  State  College. 

Executive 

California  State  College 

46. 

Merge  the  accounts  payable  and  accounts  re- 
ceivable functions  in  the  college's  Purchasing 
Department. 

Executive 

Annual  Saving 

$24,000 

47. 

Eliminate  dormitory  housemothers. 

Executive 

Annual  Saving 

$103,000 

48. 

Do  not  construct  the  proposed  library. 

Executive 

One-Time  Cost  Avoidance 

$5. 7-million 

49. 

Centralize  purchase  and  distribution  of  audio- 
visual materials. 

Executive 

Annual  Cost  Avoidance 

$90,000 

Cheyney  State  College 

50. 

Phase  out  unnecessary  director  positions. 

Executive 

Annual  Saving 
Annual  Cost  Avoidance 

$70,000 

$67,000 
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51. 

Provide  secretarial  support  for  department 
chairmen  and  faculty. 

Executive 

Annual  Cost  Avoidance 

$54,000 

52. 

Eliminate  the  coordinator  position  in  Affirma- 
tive Action  and  Labor  Relations. 

Executive 

Annual  Saving 

$22,000 

Clarion  State  College 

53. 

Extend  contract  custodial  services  to  all  college 
residence  halls. 

Executive 

Annual  Saving 

$45,900 

54. 

Contract  for  all  refuse  removal  services. 

Executive 

Annual  Saving 

$10,000 

East  Stroudsburg  State  College 

55. 

Combine  the  custodial  and  maintenance  staffs 
under  the  plant  engineer. 

Executive 

56. 

Eliminate  the  position  of  housemother. 

Executive 

Annual  Saving 

$42,100 

57. 

Reduce  the  medical  facilities  at  East 
Stroudsburg  State  College. 

Executive 

Annual  Saving 

$100,000 

58. 

Convert  vacated  health  center  space  into  a 
dormitory. 

Executive 

Annual  Income 

$25,900 

59. 

Apply  a cost  differential  to  dormitory  housing 
by  charging  an  additional  $25  per  semester  for 
double  occupancy. 

Executive 

Annual  Income 

$65,700 

Edinboro  State  College 

60. 

Revise  organizational  and  management  prac- 
tices at  the  Gehring  Health  Center. 

Executive 

Annual  Saving 
Annual  Income 

$ 30,000 
$170,000 

61. 

Close  the  college's  Shenango  Valley  Campus. 

Executive 

Annual  Saving 

$250,000 

62. 

Sell  the  surplus  land  owned  by  Edinboro  State 

College. 

Executive 

One-Time  Income 

$450,000 

Indiana  University 

63. 

Eliminate  the  expense  of  the  four  dormitory 
housemothers  at  the  branch  campuses. 

Executive 

Annual  Saving 

$39,000 

64. 

Institute  a health  fee  of  $15  per  semester  for 
full-time  students. 

Executive 

Annual  Income 

$300,000 

Kutztown  State  College 

65. 

Expand  the  existing  security  force  to  eliminate 
the  need  for  contract  services. 

Executive 

Annual  Saving 
One-Time  Cost 

$52,000 
$ 9,800 

66. 

Eliminate  the  position  of  purchasing  agent. 

Executive 

Annual  Saving 

$20,000 

67. 

Charge  a fee  to  students  and  employees  who 
use  parking  facilities. 

Executive 

Annual  Income 

$25,000 
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68. 

Replace  service  contracts  for  temperature  con- 
trol equipment  with  one  maintenance  em- 
ployee and  a helper. 

Executive 

Annual 

Saving 

69. 

Sell  the  surplus  land  owned  by  the  state  at 
Kutztown  State  College. 

Executive 

Lock  Haven  State  College 

70. 

Contract  with  Lock  Haven  Hospital  to  operate 
the  school  infirmary  as  an  auxiliary  unit. 

Executive 

Annual 

Saving 

Mansfield  State  College 

71. 

Eliminate  the  continuing  education  program  at 
Mansfield. 

Executive 

Annual 

Saving 

72. 

Charge  a fee  for  parking  privileges. 

Executive 

Annual 

Income 

73. 

Reduce  operating  costs  at  the  Doane  Health 
Center. 

Executive 

Annual 

Annual 

Saving 

Income 

74. 

Consolidate  library  facilities. 

Executive 

Annual 

Saving 

75. 

Improve  EDP  operations  at  Mansfield. 

Executive 

Annual 

Saving 

Millersville  State  College 

76. 

Make  the  health  services  function  at  Mil- 
lersville self-supporting. 

Executive 

Annual 

Annual 

Saving 

Income 

77. 

Eliminate  duplicate  accounting  procedures. 

Executive 

Annual 

Saving 

Shippensburg  State  College 

78. 

Charge  a $10  parking  fee  to  students  and  col- 
lege employees. 

Executive 

Annual 

Income 

Slippery  Rock  State  College 

79. 

Contract  for  food  services  at  Slippery  Rock 
State  College. 

Executive 

Annual 

Annual 

Saving 

Income 

80. 

Close  the  north  dining  hall. 

Executive 

Annual 

Saving 

81. 

Liquidate  a major  portion  of  the  excess  real 
estate  owned  by  the  college. 

Executive 

West  Chester  State  College 

82. 

Consolidate  the  college's  six  schools  into  three. 

Executive 

Annual 

Saving 

83. 

Establish  the  position  of  vice  president,  Fiscal 
Affairs. 

Executive 

Annual 

Cost 

84. 

Substitute  the  position  of  resident  director  for 
that  of  housemother  in  residence  halls. 

Executive 

Annual 

Saving 

ESTIMATED 

AMOUNT 

$36,900 


$50,000 


$48,300 

$20,000 

$ 9,000 
$64,000 

$1 18,000 

$22,800 

$ 18,000 
$106,000 

$8,000 

$25,000 


$224,000 
$ 75,000 

$291,000 


$163,000 

$47,100 

$29,500 
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85.  Improve  class  utilization  ratios  at  state-related 
universities. 

Executive 

Annual  Saving 

$1 1 ,9-million 

86.  Place  senatorial  scholarships  on  a financial 
need  or  academic  merit  basis. 

Legislative 

Lincoln  University 

87.  Appoint  a committee  to  perform  an  in-depth 
study  of  the  special  problems  at  Lincoln. 

Executive 

88.  Utilize  West  Chester  State  College's  computer 
facility  instead  of  purchasing  a dedicated 
time-sharing  system. 

Executive 

Pennsylvania  State  University 

89.  Discontinue  the  Fogelsville  campus  and  do  not 
build  the  new  experimental  facility. 

Legislative 

Annual  Saving 
One-Time  Saving 
(State) 

One-Time  Saving 
(Federal) 

$426,000 
$1 .45-million 

$540,000 

90.  Integrate  all  accounting  functions. 

Executive 

Annual  Saving 

$250,000 

91.  Reduce  the  cash  flow  cycle  in  the  Accounts 
Receivable  Section  of  the  Hershey  Medical 
Center  to  five  days. 

Executive 

Annual  Income 

$36,000 

92.  Reduce  the  staff  involved  in  patient  invoicing 
and  follow-up  at  the  Hershey  Medical  Center. 

Executive 

Annual  Saving 

$156,000 

93.  Reduce  the  per-mile  operating  cost  for  univer- 
sity vehicles  to  $0.1 1 . 

Executive 

Annual  Saving 

$218,000 

94.  Reduce  staff  aircraft  complement. 

Executive 

Annual  Saving 
One-Time  Income 

$44,100 

$83,300 

95.  Increase  the  number  of  university  copy  centers 
to  12. 

Executive 

Annual  Saving 

$219,000 

96.  Augment  maintenance  forces  at  the  Hershey 
Medical  Center  to  eliminate  the  need  for  ser- 
vice contracts. 

Executive 

Annual  Saving 

$1 10,000 

Temple  University 

97.  Eliminate  the  position  of  vice  president.  Per- 
sonnel Services. 

Executive 

Annual  Saving 

$67,000 

98.  Establish  an  Office  of  Affirmative  Action  for 
the  university. 

Executive 

Annual  Saving 

$35,000 

99.  Establish  a University  Consulting  Services  Cor- 
poration at  Temple. 

Executive 

Annual  Income 

$500,000 

100.  Eliminate  the  tuition  refund  for  faculty  and 
staff  dependents. 

Executive 

Annual  Income 

$560,000 
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101. 

Increase  dormitory  fees  to  cover  the  operating 
expenses. 

Executive 

Annual  Income 

$263,000 

102. 

Adjust  residence  hall  board  fees  to  recover 
operating  costs. 

Executive 

Annual  Income 

$1 14,000 

103. 

Increase  university  parking  fees. 

Executive 

Annual  Income 

$262,000 

104. 

Eliminate  the  university  subsidy  for  food  ser- 
vices at  the  faculty  club. 

Executive 

Annual  Saving 

$150,000 

105. 

Establish  a computerized  inventory  and  asset 
control  system,  excluding  the  hospital. 

Executive 

Annual  Saving 

$ 1 -m  i 1 1 ion 

106. 

Establish  a central  receiving  facility  for  Temple 
University. 

Executive 

Annual  Saving 

$106,500 

107. 

Consolidate  the  purchasing  functions  for  the 
main  campus  and  the  health  sciences  center. 

Executive 

Annual  Saving 

$127,000 

University  of  Pittsburgh 

108. 

Merge  Clarion's  Venango  Campus  with  the 
Titusville  Campus  of  the  University  of 
Pittsburgh. 

Executive 

Annual  Saving 

$200,000 

109. 

Establish  a University  Consulting  Services  Cor- 
poration at  this  institution. 

Executive 

Annual  Income 

$300,000 

110. 

Establish  a University  Health  Services  Corpora- 
tion to  provide  the  School  of  Medicine  with 
faculty  services. 

Executive 

Annual  Saving 

$800,000 

111. 

Restructure  the  Physical  Plant  Department. 

Executive 

Annual  Saving 

$190,000 

112. 

Centralize  procurement  responsibilities  and 
authority  within  the  Purchasing  Department. 

Executive 

Annual  Saving 

$55,000 

113. 

Establish  a steering  committee  to  monitor  the 
university's  computer  services. 

Executive 

Annual  Saving 

$120,000 

114. 

Reduce  copy  machine  expenditures  by  25%. 

Executive 

Annual  Saving 

$125,000 

115. 

Reduce  the  storehouse  inventory  in  the  Physi- 
cal Plant  Department. 

Executive 

One-Time  Saving 

$100,000 

116. 

Reduce  mail  distribution  on  the  Oakland  cam- 
pus to  one  delivery  daily. 

Executive 

Annual  Saving 

$20,000 

117. 

Improve  dormitory  security. 

Executive 

Annual  Saving 
Annual  Income 
One-Time  Cost 

$83,000 
$ 7,000 
$75,000 

118. 

Make  the  University  Press  self-supporting. 

Executive 

Annual  Income 

$1 10,000 

119. 

Provide  in-house  computerized  student  ac- 
counts receivable  and  billing  services  for  the 
university's  health  program. 

Executive 

Annual  Saving 

$10,000 

120. 

Implement  a program  to  reduce  lighting  costs 

Executive 

Annual  Saving 

$12,000 

by  at  least  20%. 
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Department  of  Public  Welfare 

121. 

Strengthen  the  regional  organization  concept 
in  order  to  improve  service  deliveries  by  the 
department. 

Executive 

122. 

Implement  an  integrated  statewide  approach 
to  deliver  human  services. 

Executive 

Annual  Saving 

$1 .2-million 

123. 

Eliminate  unnecessary  administrative  and  cler- 
ical positions  in  the  department's  subregional 
offices. 

Executive 

Annual  Saving 

$160,000 

124. 

Centralize  the  functions  of  the  institutional 
revenue  agents  at  the  regional  level. 

Executive 

Annual  Saving 

$932,000 

125. 

Centralize  the  purchasing  functions  for  the 
Department  of  Public  Welfare  in  each  of  its 
four  regions. 

Executive 

Annual  Saving 

$1  -million 

126. 

Eliminate  the  building  construction  engineers 
in  the  regional  offices. 

Executive 

Annual  Saving 

$1 10,000 

127.. 

Improve  administration  of  the  job/position 
classification  system  in  the  Department  of  Pub- 
lic Welfare. 

Executive 

128. 

Advance  funds  to  counties  for  welfare  pro- 
grams on  a monthly  rather  than  quarterly  basis. 

Legislative 

Annual  Income 

$595,000 

129. 

Utilize  a fee-for-service  reimbursement  system 

Executive 

Annual  Saving 

$1 . 3-million 

exclusively  for  social  care  providers. 

(State) 

Annual  Saving 
(Federal) 

$6. 7-million 

130. 

Develop  procedures  to  prevent  loss  of  income 
due  to  inappropriate  implementation  of  a fed- 
eral court  decision. 

Executive 

131. 

Amend  governing  legislation  to  reinstate  ap- 
propriate financial  liability  for  relatives  of 
MH/MR  patients  over  age  18. 

Legislative 

Annual  Income 

$5-m  i 1 1 ion 

132. 

Establish  a management  advisory  board  for 
SPIASU. 

Executive 

133. 

Centralize  SPIASU's  reporting  and  billing  func- 
tions in  Harrisburg. 

Executive 

134. 

Expand  the  concept  of  joint  utilization  of  in- 

Executive 

Annual  Saving 

$3. 2-million 

stitutional  support  services  statewide. 

(State) 

Annual  Saving 

$1.1  -million 

(Federal) 

One-Time  Saving 
(State) 

$3. 2-million 

One-Time  Saving 
(Federal) 

$1 .1  -million 
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135. 

Establish  a central  index  and  library  function 
covering  all  research  reports,  studies  and  sur- 
veys pertaining  to  human  social  services  deliv- 
ery and  administration. 

Executive 

Income  Maintenance 

136. 

Make  the  County  Boards  of  Assistance  advisory 
rather  than  administrative  bodies. 

Legislative 

137. 

Consolidate  County  Boards  of  Assistance 

Legislative 

Annual  Saving 

$2.6-million 

wherever  possible. 

(State) 

Annual  Saving 
(Federal) 

$2-m  i 1 1 ion 

138. 

Eliminate  excess  staff  in  county  board  offices. 

Executive 

Annual  Saving 

$2. 2-million 

139. 

Rewrite  the  public  assistance  manual  into  a 

Executive 

Annual  Saving 

$780,000 

simpler,  more  usable  format. 

(State) 

Annual  Saving 
(Federal) 

$520,000 

One-Time  Cost 

$ 80,000 

(State) 

One-Time  Cost 
(Federal) 

$ 60,000 

140. 

Install  an  EDP  system  fro  public  assistance  with 

Executive 

Annual  Saving 

$275,000 

terminals  in  county  board  of  assistance  offices. 

(State) 

Annual  Saving 

$220,000 

(Federal) 
One-Time  Cost 

$140,000 

(State) 

One-Time  Cost 
(Federal) 

$100,000 

141. 

Issue  public  assistance  checks  on  a monthly 

Executive 

Annual  Saving 

$3. 07-million 

rather  than  semimonthly  basis. 

(State) 

Annual  Saving 
(Federal) 

$2.31  -million 

142. 

Expand  the  direct  delivery  system  for  public 

Executive 

Annual  Saving 

$737,000 

assistance  checks  in  Philadephia,  Allegheny 

(State) 

and  Bucks  Counties. 

Annual  Saving 
(Federal) 

$553,000 

143. 

Improve  space  layouts  for  county  board  offices 

Executive 

Annual  Saving 

$323,000 

to  increase  staff  efficiency. 

(State) 

Annual  Saving 
(Federal) 

$244,000 

One-Time  Cost 

$ 25,100 

(State) 

One-Time  Cost 
(Federal) 

$ 18,100 
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Develop  comprehensive  medical  assistance 
audit  capabilities  to  prevent  abuses  and  ensure 
proper  administration. 

Executive 

Annual  Saving 

$4.8-million 

Implement  a new  system  for  processing  medi- 
cal assistance  payments. 

Executive 

Annual  Saving 
(State) 

Annual  Saving 
(Federal) 

$1 .35-million 
$1 .02-million 

Determine  the  feasibility  of  contracting  with  a 
private  corporation  to  administer  the  Medicaid 
program. 

Executive 

State  Mental  Health  and  Mental  Retardation  Institutions 


147. 

Develop  a comprehensive  MH/MR  plan  which 
specifies  facility  consolidations  within  the  ser- 
vice framework  mandated  by  the  MH/MR  Act. 

Executive 

148. 

Combine  the  annual  budget  appropriations  for 
all  of  the  institutional  and  community  MH/MR 

Legislative 

programs. 

149. 

Establish  a procedure  to  transfer  state  MH/MR 
employees  from  state  to  county  programs. 

Legislative 

150. 

Eliminate  the  current  boundary  defining  of  re- 
gional and  catchment  areas  for  state  MH/MR 
institutions. 

Executive 

151. 

Fund  privately  owned  MR  interim-care 
facilities  as  a part  of  the  human  services  deliv- 
ery system. 

Executive 

Annual  Cost 

$5. 73-million 

152. 

Transfer  patients  and  staff  at  Somerset  State 

Executive 

Annual  Saving 

$1 .33-million 

Hospital  to  other  institutions. 

(State) 

Annual  Saving 

$1 .1 2-million 

(Federal) 

One-Time  Cost  Avoidance 

$1 .75-million 

One-Time  Cost 

$492,000 

153. 

Transfer  residents  and  staff  at  Laurelton  State 

Executive 

Annual  Saving 

$3. 1-million 

School  and  Hospital  to  Selinsgrove. 

(State) 

Annual  Saving 

$2.1  -million 

(Federal) 

One-Time  Cost  Avoidance 

$1 . 7-million 

One-Time  Cost 

$122,000 

154. 

Phase  down  South  Mountain  Restoration 

Executive 

Annual  Saving 

$2.1  7-million 

Center. 

(State) 

Annual  Saving 
(Federal) 

$1 .52-million 

One-Time  Cost  Avoidance 

$ 1 -mill  ion 

(State) 

One-Time  Cost 

$1 .85-million 

(State) 
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155. 

Close  all  of  the  obsolete  and  unneeded  MH/MR 
institutions. 

Executive 

Annual  Saving 
(State) 

Annual  Saving 
(Federal) 

$6-million 
$6. 5-million 

156. 

Unify  management  responsibilities  for  the 
Southeastern  State  School  and  Hospital,  in- 
crease the  client  population  and  reduce  operat- 
ing costs. 

Executive 

Annual  Saving 
Annual  Income 
Annual  Cost  Avoidance 
One-Time  Cost 

$1 . 75-million 
$1 .24-million 
$1 .29-million 
$620,000 

157. 

Take  immediate  steps  to  bring  Embreeville 
State  Hospital  up  to  full  utilization. 

Executive 

Annual  Income 

$1 .86-million 

158. 

Establish  Eastern  Pennsylvania  Psychiatric  In- 
stitute as  a private  facility. 

Legislative 

Annual  Saving 

$3. 2-million 

159. 

Phase  out  remaining  drug  and  alcohol  units  at 
mental  health  institutions. 

Executive 

Annual  Saving 

$336,000 

160. 

Transfer  responsibility  for  the  operations  and 
patients  of  the  Mayview  Outpatient  Clinic  from 
Mayview  to  Allegheny  County. 

Executive 

Annual  Saving 

$18,700 

161. 

Eliminate  the  legal  requirement  that  the 
superintendent  of  a state  mental  health  institu- 
tion be  a licensed  physician. 

Legislative 

162. 

Eliminate  unnecessary  telephone  operator 
functions  at  MH/MR  institutions. 

Executive 

Annual  Saving 

$621,000 

163. 

Evaluate  the  effectiveness  of  research  projects 
at  state  MH/MR  institutions. 

Executive 

164. 

Establish  controls  to  monitor  the  effectiveness 
of  recreational,  vocational  and  occupational 
therapy  programs  in  state  MH/MR  hospitals. 

Executive 

165. 

Maintain  centralized  control  over  training  and 
education  programs  for  patients  at  the  state 
institutions. 

Executive 

166. 

Extend  the  intensive  resident  training  program 
for  self-feeding  to  all  MR  institutions. 

Executive 

Annual  Saving 
One-Time  Cost 

$1 . 2-million 
$43,000 

167. 

Provide  monetary  incentives  to  induce  the  pri- 
vate sector  to  meet  care  needs  for  patients 
who  no  longer  require  or  need  state  mental 
health  institutionalization. 

Executive 

Annual  Saving 
(State) 

Annual  Saving 
(Federal) 

$5.1  2-million 
$ 1 . 7-million 

168. 

Inspect  and  license  all  MH/MR  programs  pro- 
vided by  various  facilities  in  the  state. 

Legislative 

169. 

Reduce  the  number  of  cost  centers  in  state 
MH/MR  institutions. 

Executive 

170. 

Install  a performance  standards  accounting 
and  reporting  system  for  all  of  the  state  MH/MR 
institutions. 

Executive 

Annual  Saving 
(State) 

Annual  Saving 
(Federal) 

$4. 4-million 
$1 . 5-million 
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171. 

RECOMMENDATIONS 

Charge  prices  in  each  employee  cafeteria  suffi- 
cient to  recover  costs  of  operating  the  facility. 

ACTION 

REQUIRED 

Executive 

FINANCIAL 

IMPACT 

Annual  Income 

ESTIMATED 

AMOUNT 

$1.1  6-mill  ion 

172. 

Close  and  demolish  obsolete  buildings  at  state 
MH/MR  institutions. 

Executive 

One-Time  Cost  Avoidance 
One-Time  Cost 

$1 0-million 
$4. 5-million 

173. 

Request  waivers  from  HEW  on  certain  regula- 
tions in  the  Life  Safety  Code. 

Executive 

One-Time  Cost  Avoidance 

$32-million 

174. 

Eliminate  farm  operations  at  state  MH/MR  in- 
stitutions and  sell  the  land. 

Executive 

Annual  Saving 
One-Time  Income 

$1 .78-million 
$1 . 4-million 

175. 

Lease  unused  space  in  state  MH/MR  hospitals 
to  state  agencies,  counties  or  other  government 
bodies. 

Executive 

176. 

Implement  an  EDP  system  at  the  MH/MR  in- 
stitutions for  all  administrative  and  patient/ 
resident  records. 

Executive 

Annual  Saving 
One-Time  Cost 

$1 .87-million 
$245,000 

177. 

Implement  a computerized  durg  inventory  sys- 
tem for  MH/MR  institutions. 

Executive 

Annual  Saving 
One-Time  Cost 

$612,000 

$150,000 

178. 

Consolidate  laundry  facilities  for  appropriate 
institutions. 

Executive 

Annual  Saving 
One-Time  Income 
One-Time  Cost 

$409,000 
$ 50,000 
$120,000 

179. 

Eliminate  unnecessary  stores  inventory  records 
at  the  department's  institutions. 

Executive 

Annual  Saving 

$355,000 

180. 

Close  print  shops  at  MH/MR  institutions. 

Executive 

Annual  Saving 
One-Time  Income 

$300,000 
$ 10,000 

181. 

Install  zone  heating  with  automatic  controls  in 
institution  buildings. 

Executive 

Annual  Saving 
One-Time  Cost 

$404,000 

$619,000 

Department  of  Health 

182. 

Eliminate  four  regional  health  offices  and 
commissioners. 

Executive 

Annual  Saving 

$330,000 

183. 

Reduce  the  clerical  personnel  in  the  depart- 
ment's district  offices  and  health  centers. 

Executive 

Annual  Saving 
(State) 

Annual  Saving 
(Federal) 

$475,000 

$185,000 

184. 

Discontinue  surgery  at  Elizabethtown  Hospital 
for  Children  and  Youth. 

Executive 

Annual  Saving 

$203,000 

185. 

Negotiate  more  favorable  physicians'  agree- 
ments or  dissolve  the  Donolow  Memorial 
Center  when  the  current  contract  ends. 

Executive 

Annual  Income 

$40,000 

186. 

Provide  certified  copies  of  vital  statistics  with 
an  automated  retrieval/preparation  system  and 
increase  fees  to  recover  operating  costs. 

Executive 

Annual  Saving 
Annual  Income 
Annual  Cost  Avoidance 
One-Time  Cost 

$185,000 

$837,000 

$175,000 

$150,000 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

187. 

Contract  with  private  laboratories  to  perform 
tests  not  mandated  to  state  facilities. 

Executive 

Annual  Saving 

$830,000 

188. 

Establish  inventory  controls  for  Bureau  of 
Laboratories'  supplies. 

Executive 

189. 

Require  wholesalers  to  distribute  drugs  and  de- 
vices only  to  licensed  retailers. 

Legislative 

Annual  Income 
One-Time  Cost 

$145,000 
$ 4,000 

State  General  Hospitals 

190. 

Discontinue  state  support  and  operations  at  the 
nine  state  general  hospitals. 

Legislative 

Annual  Saving 
One-Time  Cost 

$9. 25-million 
$950,000 

191. 

Develop  a staffing  pattern  and  position  re- 
quirements for  nursing  personnel  in  the  state 
general  hospitals. 

Executive 

Annual  Saving 

$500,000 

192. 

Close  the  nursing  schools  in  four  state  general 
hospitals. 

Executive 

Annual  Saving 

$1 .25-million 

193. 

Establish  a temporary,  decentralized  fiscal 
management  information  system  at  the  state 
general  hospitals. 

Executive 

Annual  Cost 

$6,300 

194. 

Use  the  income  and/or  principal  from  its  trusts 
and  bequests  for  the  benefit  of  Connellsville 
State  General  Hospital. 

Executive 

Annual  Income 
One-Time  Income 

$ 35,000 
$330,000 

Department  of  Justice 

195. 

Clarify  responsibilities  of  assistant  attorneys 
general  assigned  to  state  agencies. 

Executive 

196. 

Improve  collection  procedures  for  delinquent 
accounts  due  the  state. 

Executive 

Annual  Income 

$2. 7-million 

197. 

Terminate  the  EDP  contract  with  Camp  Hill. 

Executive 

Annual  Income 
One-Time  Cost 

$7,500 

$4,500 

Correctional  Institutions 

198. 

Revise  the  organization  structure  of  the  Bureau 
of  Correction  to  ensure  effective  delivery  of 
correctional  services. 

Legislative 

Annual  Saving 

$2. 52-million 

199. 

Consolidate  diagnostic  and  classification  as- 
sessment activities  for  incoming  inmates. 

Executive 

Annual  Saving 

$228,000 

200. 

Replace  existing  training  academies  with  one 
central  facility. 

Executive 

Annual  Saving 

$150,000 

201. 

Eliminate  Department  of  Education  principals 
at  each  correctional  institution. 

Executive 

Annual  Saving 

$218,000 

202. 

Establish  equitable  personnel  policies  and  pro- 
cedures for  all  correctional  institutions. 

Executive 

Annual  Saving 

$161,000 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

203. 

Require  corrections  officers  and  matrons  to 
retire  at  age  60  and  to  undergo  annual  physical 
examinations  beginning  at  age  40. 

Legislative 

204. 

Reduce  the  amount  of  overtime  worked  by  cor- 
rections officers  at  the  various  state  correc- 
tional institutions. 

Executive 

Annual  Saving 

$1.11  -million 

205. 

Improve  administrative  and  fiscal  control  of 
community  service  centers. 

Executive 

206. 

Eliminate  the  free  meals  for  the  bureau's  in- 
stitutional employees. 

Executive 

Annual  Income 

$745,000 

207. 

Increase  commissary  prices  and  use  the  income 
to  defray  inmate  mailing  costs. 

Executive 

Annual  Saving 

$84,000 

208. 

Cancel  plans  to  construct  a new  maximum  se- 
curity treatment  facility. 

Executive 

Annual  Saving 
One-Time  Cost  Avoidance 

$450,000 

$600,000 

Correctional  Industries 

209. 

Reorganize  Correctional  Industries  to  improve 
its  efficiency  and  effectiveness. 

Executive 

Annual  Saving 

$1 .75-million 

210. 

Phase  out  the  data  processing  center  at  Camp 

Hill. 

Executive 

Annual  Saving 
Annual  Cost  Avoidance 

$83,500 

$18,000 

Youth 

Development  Centers  and  Forestry  Camps 

211. 

Establish  a manpower  and  cost  control  coor- 
dinator for  the  Youth  Development  Centers 
and  Youth  Forestry  Camps. 

Executive 

212. 

Establish  standards  for  use  of  counselors  versus 
houseparents  for  Youth  Development  Centers 
and  Youth  Forestry  Camps  based  on  student 
populations. 

Executive 

Annual  Saving 

$500,000 

213. 

Reduce  excess  clerical  and  administrative  staff 
at  the  Cornwells  Heights  Youth  Development 
Center. 

Executive 

Annual  Saving 

$207,000 

214. 

Reduce  student  vandalism  at  Cornwells 
Heights. 

Executive 

Annual  Saving 

$200,000 

215. 

Modify  an  appropriate  MH/MR  facility  for  use 
by  juveniles  committed  to  Camp  Hill. 

Executive 

One-Time  Cost  Avoidance 
One-Time  Cost 

$1  3.7-million 
$500,000 

216. 

Require  counties  to  contribute  to  the  mainte- 
nance of  each  juvenile  admitted  to  a Youth 
Development  Center  or  Youth  Forestry  Camp. 

Legislative 

Annual  Saving 

$4. 6-million 

217. 

Purchase  standard-issue  clothing  for  students 
from  an  approved  list  of  vendors  on  a bid  basis. 

Executive 

Annual  Saving 

$60,000 

218. 

Use  commercial  laundry  services  at  the  New 
Castle  Youth  Development  Center. 

Executive 

Annual  Saving 

$34,500 
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RECOMMENDATIONS 

Personnel  and  Labor  Relations 

219.  Merge  functions  of  the  Civil  Service  Commis- 
sion, Bureau  of  Personnel  and  Bureau  of  Labor 
Relations  into  one  cabinet-level  Department  of 
Employee  Relations. 

220.  Revise  Public  Employe  Relations  Act  195  for 
greater  protection  of  public  interests. 

221.  Provide  effective  management  training  pro- 
grams for  state  personnel. 

222.  Develop  and  conduct  a management  training 
program  on  administering  labor  agreements 
and  policies. 

223.  Eliminate  supervisory  personnel  from  em- 
ployee bargaining  units. 

224.  Implement  completed  position  classification 
studies  and  continue  classification  reviews. 

225.  Implement  an  improved  performance  evalua- 
tion system  for  judging  all  levels  of  supervisory 
personnel. 

226.  Implement  an  improved  performance  evalua- 
tion procedure  for  nonsupervisory  employees. 

227.  Implement  effective  exit  interview  techniques. 

228.  Absorb  patronage  jobs  protected  by  labor 
agreements  into  the  merit  system. 

229.  Establish  a procedure  to  certify  provisional  ap- 
pointees to  permanent  civil  service  status. 

230.  Ensure  that  all  future  union  contracts  contain 
language  stopping  payment  or  accrual  of  bene- 
fits during  any  strike. 

231 . Ban  first-level  supervisors  from  membership  in 
any  unit  connected  to  a bargaining  unit  for 
public  employees  other  than  those  for  first- 
level  supervisors. 

232.  Implement  an  information  system  to  monitor 
employee  punctuality  and  use  of  sick  leave  and 
personal  days. 

233.  Design  an  information  retrieval  system  to 
monitor  the  administration  of  union  agree- 
ments and  labor  relations  policies  by  state 
agencies. 

234.  Establish  a reporting  system  to  control  the 
number  of  provisional  civil  service  employees 
and,  where  necessary,  to  request  continuations 
of  nonmerit  system  staff  on  a timely  basis. 


ACTION 

REQUIRED 

Legislative 

Legislative 

Executive 

Executive 

Executive 

Executive 

Executive 

Executive 

Executive 

Legislative 

Executive 

Executive 

Legislative 

Executive 

Executive 

Executive 


FINANCIAL 

IMPACT 


Annual  Saving 


Annual  Saving 


ESTIMATED 

AMOUNT 


$500,000 


$2. 2-million 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

235. 

Provide  computer-derived  random  sets  of 
questions  in  printout  forms  ready  for  reproduc- 
tion as  examinations. 

Executive 

Annual  Saving 
One-Time  Cost 

$120,000 
$ 10,000 

236. 

Establish  civil  service  testing  locations  and 
eligibility  lists  on  a geographical  basis. 

Executive 

Annual  Saving 

$500,000 

237. 

Use  optical  scanning  equipment  to  examine 
civil  service  applications. 

Executive 

Annual  Saving 

$200,000 

238. 

Reduce  the  seven-year  retention  period  for  ap- 
plication documents. 

Legislative 

Annual  Cost  Avoidance 

$8,100 

239. 

Reduce  the  time  required  to  verify  candidate 
qualifications  for  civil  service  positions. 

Executive 

240. 

Provide  adequate  office  space  and  privacy  for 
professional  personnel  in  the  Bureau  of  Labor 
Relations. 

Executive 

Organizational  Effectiveness 

241. 

Establish  a position  of  state  manager  to  coordi- 
nate all  centralized,  functional  support  opera- 
tions and  authorize  an  in-depth  organizational 
study  of  Executive  Branch  operations. 

Executive 

Annual  Cost 
One-Time  Cost 

$1 18,000 
$190,000 

242. 

Strengthen  regionalization  efforts  to  improve 
the  state's  service  delivery  system. 

Executive 

243. 

Improve  coordination  of  statewide  inspection 
functions. 

Executive 

Annual  Saving 

$4-million 

244. 

Reorganize  the  Bureau  of  Professional  and  Oc- 
cupational Affairs  to  handle  licensing  and  ad- 
ministrative functions  of  the  licensing  boards 
more  efficiently. 

Executive 

Annual  Saving 

$158,000 

245. 

Strengthen  management  services  functions  at 
the  department  level  and  in  the  Bureau  of  Man- 
agement Services  to  improve  effectiveness. 

Executive 

246. 

Strengthen  the  state's  internal  consulting 
capabilities  to  reduce  dependence  on  outside 
support. 

Executive 

Annual  Saving 

$233,000 

247. 

Provide  abstracts  of  all  agency  studies. 

Executive 

248. 

Implement  procedures  to  reduce  utilization  of 
contract  stenographers  at  hearings. 

Executive 

Annual  Saving 

$50,000 

249. 

Use  key  item  reporting  to  improve  the  effec- 
tiveness of  agency  data  submitted  to  the  Gov- 
ernor's Office. 

Executive 

250. 

Terminate  specific  inactive  or  obsolute  com- 
missions, foundations  and  task  forces. 

Legislative 

93 


RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

251.  Conduct  an  annual  review  to  determine  the 
continued  need  for  all  boards,  commissions, 
councils,  authorities  and  task  forces. 

Legislative 

252.  Develop  a system  to  coordinate  volunteer  ser- 
vices to  meet  specific  agency  needs. 

Executive 

Annual  Saving 

$240,000 

253.  Use  ratio  analyses  to  identify  significant  varia- 
tions in  agency  staffing  patterns. 

Executive 

254.  Establish  a statewide  policy  regarding  personal 
secretaries  and  an  effective  control  system  to 
monitor  this  policy. 

Executive 

Annual  Saving 

$ 1 ,2-mi  1 1 ion 

255.  Centralize  responsibility  for  development  and 
implementation  of  state  affirmative  action 
policies. 

Executive 

Annual  Saving 

$320,000 

256.  Enforce  and  expand  the  management  directive 
on  organization  requests. 

Executive 

Productivity 

257.  Develop  and  apply  productivity  measurement 
techniques  on  a statewide  basis  and  implement 
a productivity  improvement  program. 

Legislative 

258.  Design  and  implement  an  effective  statewide 
program  of  management  by  objectives. 

Executive 

259.  Develop  and  implement  a practical  non- 
financial  incentive  program  for  managers  of 
commonwealth  activities. 

Executive 

Department  of  Labor  and  Industry 

260.  Relocate  the  main  office  of  the  State  Work- 
men's Insurance  Fund  and  eliminate  four 
branch  operations. 

Executive 

Annual  Saving 

$474,000 

261 . Eliminate  1 3 disability  claims  adjudicator  posi- 
tions and  fill  nine  clerical  vacancies  in  the  Dis- 
ability Determination  Division. 

Executive 

Annual  Saving 
(Federal) 

$79,000 

262.  Establish  a utilization  review  committee  at  the 
Pennsylvania  Rehabilitation  Center  in 
Johnstown. 

Executive 

263.  Abolish  the  social  security  contribution  fund 
and  transfer  the  account  balance  to  the  general 
fund. 

Legislative 

One-Time  Income 

$7. 5-million 

264.  Assess  workmen's  compensation  carriers  and 

Legislative 

Annual  Income 

$4. 3-million 

self-insurers  for  administrative  costs  of  the 
program. 


265. 

RECOMMENDATIONS 

Increase  processing  fees  for  workmen's  com- 
pensation self-insurance  requests. 

ACTION 

REQUIRED 

Legislative 

FINANCIAL 

IMPACT 

Annual  Income 

ESTIMATED 

AMOUNT 

$31,000 

266. 

Establish  a fee  schedule  for  boiler  installation 
reviews. 

Legislative 

Annual  Income 

$24,000 

267. 

Request  changes  in  federal  law  which  require 
black  lung  claimants  to  file  with  the  state  in 
order  to  perfect  federal  claims. 

Executive 

268. 

Require  recipients  of  black  lung  payments  to 
file  an  annual  affidavit  of  eligibility. 

Executive 

269. 

Change  nursing  home  contract  expiration 
dates  to  eliminate  overtime  requirements  in 
the  Division  of  Nursing  Homes  and  Hospitals. 

Executive 

Annual  Cost  Avoidance 

$8,000 

270. 

Obtain  federal  approval  to  allocate  a portion  of 
department  overhead  expenses  to  the  Bureau 
of  Employment  Security. 

Executive 

Annual  Income 
One-Time  Income 

$28,500 

$60,000 

271. 

Mail  minimum  wage  documents  only  to  ar- 
chitects of  public  building  projects. 

Executive 

Annual  Saving 

$208,000 

272. 

Computerize  the  prevailing  minimum  wage 
service. 

Executive 

Annual  Saving 
One-Time  Cost 

$19,000 
$ 5,000 

273. 

Eliminate  hard-copy  storage  through  use  of 
microfilm  in  the  Bureau  of  Occupational  Injury 
and  Disease  Compensation. 

Executive 

Annual  Saving 
One-Time  Cost 

$39,000 

$40,000 

Department  of  Environmental  Resources 

274. 

Implement  an  environmental  master  plan. 

Executive 

275. 

Reduce  the  duplication  of  activities  which  now 
exists  among  federal,  state  and  county  en- 
vironmental agencies. 

Executive 

276. 

Abolish  the  Office  of  Deep  Mine  Safety. 

Executive 

Annual  Saving 

$256,000 

277. 

Establish  a Bureau  of  State  Mineral  Manage- 
ment in  the  department. 

Executive 

Annual  Income 

$12. 5-mill 

278. 

Implement  a manpower  loading  and  schedul- 
ing system  to  improve  coordination  of  applica- 
tions for  permits  and  increase  the  effectiveness 
of  technical  personnel. 

Executive 

Annual  Saving 

$1. 25-mill 

279. 

Install  a uniform  application  processing  system 
throughout  the  department. 

Executive 

Annual  Saving 

$800,000 

280. 

Accelerate  the  timber  management  program. 

Executive 

Annual  Income 

$50,000 

281. 

Increase  license  fees  for  well  drillers. 

Legislative 

Annual  Income 

$8,600 

282. 

Develop  a plan  to  upgrade  obsolete  heavy  con- 

Executive 

struction  equipment. 


RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

283. 

Cancel  current  plans  to  install  a “front-end" 
processor  in  the  Department  of  Environmental 
Resources. 

Executive 

Annual  Cost  Avoidance 

$88,500 

284. 

Utilize  CMIC  facilities  to  analyze  data  from  the 
Department  of  Environmental  Resources. 

Executive 

Annual  Cost  Avoidance 

$70,000 

Department  of  Agriculture 

285. 

Abolish  the  Milk  Marketing  Board. 

Legislative 

Annual  Saving 

$300,000 

286. 

Take  action  to  make  the  State  Farm  Show  Com- 
plex self-supporting. 

Executive 

Annual  Saving 

$300,000 

287. 

Recover  costs  of  certain  laboratory  tests  made 
for  department  clients. 

Executive 

Annual  Income 

$250,000 

288. 

Upgrade  EDPequipment  to  handle  information 
now  stored  on  cards. 

Executive 

Annual  Saving 
One-Time  Cost 

$35,600 

$40,000 

Public  Utilities  Commission 

289. 

Permit  all  bureaus  to  report  directly  to  the  sec- 
retary of  the  Public  Utilities  Commission. 

Executive 

290. 

Assess  contract  carriers  a pro  rata  share  of 
administrative  expenses  incurred  by  the  Public 
Utilities  Commission. 

Legislative 

291. 

Increase  fees  charged  by  the  Bureaus  of  Trans- 
portation and  Rates  and  Research  for  the  ser- 
vices they  provide. 

Legislative 

292. 

Increase  fine  amounts  and  provide  for  cost  as- 
sessments by  amending  governing  statutes. 

Legislative 

Office  of  Administration 

293. 

Reorganize  the  Office  of  Administration. 

Executive 

Department  of  Revenue 

294. 

Reorganize  the  Department  of  Revenue  along 
functional  lines. 

Executive 

Annual  Saving 
Annual  Income 
One-Time  Cost 

$ 5.6-million 
$1  9.4-million 
$500,000 

295. 

Reorganize  and  improve  the  inheritance  tax 
collection  function. 

Executive 

Annual  Saving 

$1 . 6-million 

296. 

Reduce  excess  staff  at  the  Property  Tax  Assis- 
tance Bureau. 

Executive 

Annual  Saving 

$337,000 

297. 

Establish  an  independent  audit  function  to 
monitor  the  Bureau  of  State  Lotteries. 

Executive 

Annual  Cost 

$30,000 

298. 

Eliminate  the  department's  personnel  informa- 
tion system. 

Executive 

Annual  Saving 

$24,000 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

299. 

Match  information  on  wages,  interest  and  di- 
vidend payments  from  individual  federal  in- 
come tax  returns  with  Pennsylvania  returns. 

Executive 

Annual  Income 

$700,000 

Pension  Plans 

300. 

Create  a permanent  Pennsylvania  Retirement 
Study  Commission. 

Legislative 

301. 

Change  board  selection  methods  from  elective 
to  appointive. 

Legislative 

Annual  Saving 

$60,000 

302. 

Merge  the  state  and  school  employees'  retire- 
ment systems. 

Executive 

303. 

Freeze  benefits  under  the  state  and  school  em- 
ployees' retirement  systems  pending  a study. 

Executive 

304. 

Amend  the  state  and  school  retirement  systems 
so  that  employee  contributions  are  eliminated. 

Legislative 

305. 

Implement  a comprehensive  communications 
program  in  regard  to  employee  benefits. 

Executive 

306. 

Improve  the  financial  condition  of  the  two  re- 
tirement systems. 

Executive 

307. 

Review  benefit  formulas  of  both  retirement 
systems  to  include  social  security  payments. 

Legislative 

308. 

Establish  a maximum  total  retirement  income 
benefit  for  present  and  future  state  employees. 

Legislative 

309. 

Require  new  employees  to  wait  one  year  before 
joining  the  retirement  programs. 

Legislative 

Cash 

Management 

310. 

Establish  a cash  management  function  for  the 
state. 

Executive 

Annual  Saving 
Annual  Income 

$160,000 

$3-million 

311. 

Increase  state  interest  rate  to  9%  and  raise  the 
penalties  for  late  payments  and  bad  checks. 

Legislative 

Annual  Saving 
Annual  Income 

$2,000 
$ 1 . 5-million 

312. 

Improve  cash  receipt  methods. 

Executive 

Annual  Income 

$400,000 

313. 

Substitute  accounting  entries  for  checks  cover- 
ing payroll  withholdings. 

Executive 

Annual  Saving 
Annual  Income 

$ 50,000 
$400,000 

314. 

Automate  certain  procedures  in  the  Bureau  of 
Property  Tax  Assistance. 

Executive 

Annual  Saving 
One-Time  Cost 

$132,000 
$ 75,000 

Accounting  and  Reporting 

315.  Reorganize  all  fiscal  and  comptroller  activities  Executive 
under  the  Governor's  jurisdiction. 


Annual  Saving 


$2. 68-million 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

316.  Use  output  units  as  performance  mea- 
surements in  developing  department  program 
budgets. 

Executive 

One-Time  Cost 

$50,000 

317.  Develop  impact  measurement  for  all  programs 
included  in  the  state  budgeting  system. 

Executive 

318.  Require  agencies  to  return  unused  appropria- 
tion amounts  to  surplus  at  the  end  of  each  fiscal 
quarter. 

Executive 

319.  Increase  license  fees  in  the  Bureau  of  Profes- 
sional and  Occupational  Affairs  to  cover 
operating  expenses. 

Legislative 

Annual  Income 

$353,000 

320.  Require  that  travel  expenditures  be  justified. 

Executive 

321.  Document  detailed  office  budget  procedures 
in  the  Office  of  the  Budget. 

Executive 

322.  Establish  and  implement  an  effective  budget 
preparation  schedule. 

Executive 

Annual  Saving 

$10,000 

323.  Improve  internal  budget  procedures  for  the  Of- 
fice of  the  Budget 

Executive 

324.  Improve  the  efficiency  of  the  state's  payroll 
and  personnel  systems. 

Executive 

Annual  Saving 
One-Time  Cost 

$ 1 0.7-million 
$320,000 

Investments 

325.  Establish  a position  of  investment  advisor  in  the 
Office  of  Administration. 

Executive 

Annual  Cost 

$75,000 

326.  Combine  the  cash  in  designated  funds  for  in- 
vestment purposes  under  the  guidance  of  two 
financial  managers. 

Executive 

Annual  Income 
Annual  Cost 

$785,000 

$200,000 

327.  Obtain  diversified  advice  on  stock,  bond  and 
mortgage  investments  for  the  state's  two  major 
retirement  funds. 

Executive 

328.  Establish  professional  performance  mea- 
surements for  the  retirement  funds. 

Executive 

329.  Contract  annually  for  professional  advice  on 
the  best  potential  allocation  of  assets  to  be 
invested  in  stocks,  bonds,  mortgages  and  other 
available  investments. 

Executive 

Annual  Income 

$75,000 

Data  Processing 

330.  Consolidate  selected  EDP  functions. 

Executive 

Annual  Saving 

$3. 25-million 

331.  Expand  EDP  position  definitions  and  salary 
ranges  to  more  competitive  levels. 

Executive 
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ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

332. 

Provide  on-line  program  documentation, 

Executive 

Annual  Saving 

$477,000 

maintenance  and  compilation/execution  for 

(State) 

major  computer  systems. 

Annual  Saving 
(Federal) 

$ 37,000 

One-Time  Cost 

$103,000 

(State) 

One-Time  Cost 
(Federal) 

$ 48,000 

333. 

Implement  a short-term  management  project 

Executive 

Annual  Saving 

$101,000 

to  provide  better  service  to  the  licensing 
boards. 

One-Time  Cost 

$1 15,000 

Liquor  Control  Board 

334. 

Reduce  staff  levels  at  state  stores. 

Executive 

Annual  Saving 
One-Time  Cost 

$1 . 6-million 
$10,000 

335. 

Reduce  staff  levels  in  bureaus  other  than  State 
Stores. 

Executive 

Annual  Saving 
One-Time  Cost 

$260,000 
$ 50,000 

336. 

Increase  license  and  special  permit  fees. 

Legislative 

Annual  Income 

$1  -million 

337. 

Establish  transfer  taxes  based  on  the  sale  price 
of  a retail  liquor  license. 

Legislative 

Annual  Income 

$300,000 

338. 

Eliminate  subwarehouse  operations. 

Executive 

Annual  Saving 

$720,000 

339. 

Eliminate  bottle  reclaiming  operations. 

Executive 

Annual  Saving 

$100,000 

340. 

Require  licensees  to  purchase  liquor  in  full  case 
lots  from  wholesale-only  stores. 

Executive 

Annual  Saving 

$50,000 

Department  of  Property  and  Supplies 

341. 

Establish  a centralized  building  construction 
function  in  the  new  Department  of  General 
Services. 

Legislative 

Annual  Cost  Avoidance 

$ 1 0-million 

342. 

Expand  the  authority  of  the  proposed  building 
construction  organization  in  the  Department 
of  General  Services  in  regard  to  public  schools. 

Legislative 

Annual  Cost  Avoidance 

$40-million 

343. 

Update  engineering  standards. 

Executive 

Annual  Cost  Avoidance 
One-Time  Cost  Avoidance 

$ 20,000 
$100,000 

344. 

Improve  the  design  criteria  for  state  building 
construction  projects. 

Executive 

345. 

Improve  the  administrative  procedures  for  all 
phases  of  capital  building  projects. 

Executive 

346. 

Restructure  the  Bureau  of  Real  Estate  as  a divi- 

Executive 

Annual  Saving 

$5-million 

sion  reporting  to  the  Bureau  of  Space  and 
Facilities  Management. 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

347. 

Establish  a Real  Estate  Management  Section 
within  the  Bureau  of  Real  Estate. 

Legislative 

One-Time  Income 

$28.9-million 

348. 

Sell  surplus  land  at  the  Philadelphia  State  Elos- 
pital  for  not  less  than  the  appraised  value. 

Legislative 

One-Time  Income 

$29-mi  1 1 ion 

349. 

Eliminate  the  six  field  representatives  in  the 
Bureau  of  Real  Estate. 

Executive 

Annual  Saving 

$79,000 

350. 

Consolidate  the  Bureau  of  Management  Ser- 
vices' Warehouse  Division  with  the  Bureau  of 
Surplus  Property. 

Executive 

Annual  Saving 

$44,000 

351. 

Eliminate  three  positions  from  the  storeroom  in 
the  Bureau  of  Grounds  and  Buildings. 

Executive 

Annual  Saving 

$32,000 

352. 

Incorporate  all  security  forces  employed  by  the 
state  under  the  Capitol  Police  Force. 

Executive 

Annual  Saving 

$122,000 

353. 

Charge  all  state  employees  $20  monthly  for 
parking. 

Executive 

Annual  Income 

$1 .02-million 

354. 

Self-insure  state  motor  vehicles. 

Executive 

Annual  Saving 

$607,000 

355. 

Self-insure  miscellaneous  liabilities  up  to  a 
$300,000  limit. 

Executive 

Annual  Saving 

$90,700 

356. 

Renegotiate  several  basic  provisions  of  the 
state's  group  life  insurance  policy. 

Executive 

Annual  Saving 
Annual  Income 

$1 .09-million 
$20,400 

357. 

Improve  administrative  procedures  for  the 
health  insurance  program  and  transfer  respon- 
sibility for  employee  benefits  to  the  Bureau  of 
Insurance. 

Executive 

Annual  Saving 

$1 . 04-million 

358. 

Reduce  the  number  of  purchase  requisitions 
initiated  and  generated  in  the  Bureau  of 
Grounds  and  Buildings. 

Executive 

Annual  Saving 

$1 1,000 

359. 

Reduce  outisde  service  contract  expenditures. 

Executive 

Annual  Saving 
One-Time  Cost 

$89,800 
$ 3,000 

360. 

Reduce  the  number  of  invitation-to-bid  copies 
sent  to  vendors  from  three  to  one. 

Executive 

Annual  Saving 

$169,000 

361. 

Group  1 0 or  more  people  on  flights  to  the  same 
destination. 

Executive 

Annual  Saving 

$93,000 

362. 

Reduce  the  frequency  of  public  sales  at  the 
Surplus  State  Property  Division  warehouse. 

Executive 

Annual  Saving 

$9,300 

363. 

Reduce  custodial  costs. 

Executive 

Annual  Saving 

$722,000 

Facilities  Operation  and  Maintenance 

364. 

Standardize  physical  plant  procedures  and  es- 
tablish organizational  guidelines  at  all  state- 

Executive 

Annual  Saving 

$4-mi  1 1 ion 

owned  institutions. 
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RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

365. 

Centralize  responsibility  for  the  energy  con- 
servation program  in  the  Department  of  Gen- 
eral Services. 

Executive 

Annual  Saving 

$2.5-million 

366. 

Use  computerized  power  demand  control  in 
capitol  complex  facilities. 

Executive 

Annual  Saving 
One-Time  Cost 

$56,000 

$30,000 

367. 

Use  lowest  cost  coal  in  the  heating  plants. 

Executive 

Annual  Saving 
One-Time  Cost 

$4-million 
$1 . 8-million 

Motor 

Vehicle  Fleet  Management 

368. 

Consolidate  responsibility  for  all  state  motor 
vehicles  within  the  Department  of  Property 
and  Supplies. 

Executive 

Annual  Saving 
One-Time  Cost 

$810,000 
$ 36,000 

369. 

Use  existing  state-owned  motor  vehicle  repair 
facilities  for  all  state  vehicles. 

Executive 

Annual  Saving 

$804,000 

370. 

Reduce  the  number  of  motor  vehicles  in  state 
fleets  to  conform  with  actual  need. 

Executive 

Annual  Saving 

$504,000 

371. 

Institute  an  energy  conservation  program. 

Executive 

Annual  Saving 

$1 . 5-million 

372. 

Revise  specifications  for  passenger  vehicles. 

Executive 

Annual  Saving 

$1 . 4-million 

373. 

Mark  passenger  cars  so  they  may  be  readily 
identified  as  state  vehicles. 

Executive 

Annual  Saving 

$163,000 

Office 

Systems  and  Operations 

374. 

Adopt  a management  program  to  improve  ad- 
ministrative and  paperwork  systems. 

Executive 

375. 

Improve  control  and  utilization  of  copy 
equipment  and  employ  competitive  bidding 
practices. 

Executive 

Annual  Saving 

$1 . 6-million 

376. 

Purchase  duplicating  equipment  for  two-sided 
copying. 

Executive 

Annual  Saving 
One-Time  Cost 

$340,000 

$375,000 

377. 

Employ  competitive  bidding  for  all  graphics 
paper  purchases  and  establish  efficient  inven- 
tory controls  and  levels. 

Executive 

Annual  Saving 

$425,000 

Procurement 

378. 

Locate  all  Bureau  of  Purchases  offices  on  the 
same  floor  of  the  North  Office  Building. 

Executive 

Annual  Saving 
One-Time  Cost 

$64,000 

$50,000 

379. 

Reduce  the  field  inspection  function  in  the 
Bureau  of  Standards. 

Executive 

Annual  Saving 

$136,000 

380. 

Implement  a series  of  management  informa- 
tion reports  that  identify  various  aspects  of  the 
purchasing  activity. 

Executive 
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ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

381. 

Amend  governing  legislation  in  regard  to  pro- 
curement procedures  and  regulations. 

Legislative 

382. 

Initiate  a system  to  identify  agency  needs  and 
usages  in  a consistent  and  timely  manner  to 
improve  purchasing  efficiency. 

Executive 

Annual  Saving 

$101,000 

383. 

Change  dollar  limits  on  the  various  categories 
of  field  purchases. 

Executive 

Annual  Saving 

$102,000 

384. 

Establish  local  supply  agreements  for  field  or- 
ders of  less  than  $100. 

Executive 

Annual  Income 

$120,000 

385. 

Revise  proposal  requirements  to  improve  pur- 
chasing options. 

Executive 

386. 

Revise  vendor  source  procedures  and  distri- 
bute approved  vendor  data  statewide. 

Executive 

Annual  Saving 

$247,000 

387. 

Establish  competitive  bidding  procedures  for 
all  service  contracts. 

Executive 

388. 

Use  a standardized  purchase  order  document 
which  is  suitable  for  data  processing  purposes. 

Executive 

389. 

Send  invoices  to  receiving  locations  rather  than 
agency  comptrollers. 

Executive 

390. 

Develop  a statewide  system  to  improve  mate- 
rials storage  and  distribution  activities. 

Executive 

391. 

Establish  multiple  award  contracts  for  road 
maintenance  materials. 

Executive 

Annual  Saving 
One-Time  Cost  Avoidance 

$2. 47-million 
$1 . 5-million 

Food 

Management 

392. 

Establish  a bureau  in  the  Department  of  Prop- 
erty and  Supplies  with  responsibility  for  all 
food  service  management  in  the  state. 

Executive 

Annual  Cost 

$300,000 

393. 

Improve  productivity  of  food  service  employ- 
ees in  state  institutions. 

Executive 

Annual  Saving 

$2. 2-million 

394. 

Develop  standard  menus  based  on  institutional 
type  and  nutritional  requirements. 

Executive 

395. 

Use  a standard  food  production  worksheet  at 
all  state  institutions. 

Executive 

Annual  Saving 

$450,000 

396. 

Reduce  food  inventory  levels  in  all  of  the  state 
institutions. 

Executive 

Annual  Income 

$150,000 

Pennsylvania  State  Police 

397. 

Combine  certain  proximate  substations  and 
troop  commands. 

Executive 

Annual  Saving 

$650,000 

398. 

Use  civilians  instead  of  police  in  noncritical 
jobs. 

Executive 

Annual  Saving 

$2. 2-million 

202 


RECOMMENDATIONS 

ACTION 

REQUIRED 

FINANCIAL 

IMPACT 

ESTIMATED 

AMOUNT 

399. 

Levy  fees  to  make  the  motor  vehicle  inspection 
program  self-supporting. 

Legislative 

Annual  Saving 
Annual  Income 

$200,000 

$663,000 

Department  of  Transportation 

400. 

Provide  fiscal  resources  to  finance  PennDOT 
orperations. 

Legislative 

401. 

Eliminate  peak  staffing  in  inspection  forces. 

Executive 

Annual  Saving 

$3.1  -million 

402. 

Revise  maintenance  work  schedules. 

Executive 

Annual  Saving 

$1 . 33-million 

403. 

Establish  fees  to  cover  service  costs  related  to 
traffic  convictions. 

Legislative 

Annual  Saving 
Annual  Income 

$228,000 
$3. 4-million 

404. 

Reduce  the  frequency  of  conducting  motor  ve- 
hicle inspections. 

Legislative 

405. 

Reschedule  pay  periods  in  the  Department  of 
Transportation  in  order  to  simplify  overtime 
calculations. 

Executive 

Annual  Saving 

$161,000 

Bureau 

of  Motor  Vehicles 

406. 

Transfer  the  functions  performed  by  the  De- 
partment of  Revenue's  Motor  Vehicle  Sales  Tax 
Division  to  the  Bureau  of  Motor  Vehicles. 

Executive 

Annual  Saving 
Annual  Income 

$150,000 

$254,000 

407. 

Establish  a cycle  basis  for  renewing  passenger 
vehicle  registrations. 

Legislative 

Annual  Saving 

$1 .1  -million 

408. 

Prohibit  the  use  of  dealer  plates  on  repair  ser- 
vice or  towing  and  wrecker  vehicles. 

Legislative 

Annual  Income 

$325,000 

409. 

Eliminate  the  free  registration  windows  in  the 
Motor  License  Division. 

Executive 

Annual  Saving 

$30,000 

410. 

Require  express  messengers  to  use  a special 
delivery  station  and  merge  legislative  and  ex- 
press services. 

Executive 

Annual  Saving 

$100,000 

411. 

Revise  processing  of  learners'  permits. 

Legislative 

Annual  Saving 

$98,000 

412. 

Destroy  old  title  documents  now  in  active  files 
at  remote  location. 

Executive 

Annual  Saving 
One-Time  Cost  Avoidance 

$ 75,000 
$400,000 
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The  Governor's  Review  - 1975 


IMPLEMENTATION 


Preparation  of  this  report  required  a dedicated  effort  on 
the  part  of  everyone  involved  in  the  study.  However,  the 
comprehensive  work  represented  in  the  preceding  pages 
will  not  prove  productive  unless  recommendations  are 
vigorously  implemented.  Governor  Milton  J.  Shapp  has 
exhibited  his  enthusiasm  for  The  Governor's  Review  - 
1972  by  aggressive  follow-up  and  implementation. 
Again,  he  has  pledged  his  continued  support  for  follow- 
up activities  of  this  review.  The  strength  of  this  pledge  has 
given  study  members  the  encouragement  necessary  to 
produce  an  impressive  document  in  a short  time. 

The  Governor's  Review  - 1975  has  concentrated  upon 
providing  workable  recommendations  for  the  improve- 
ment of  Pennsylvania  government.  With  its  presentation 
it  now  supersedes  the  work  of  The  Governor's  Review  - 
1972.  A significant  number  of  these  proposals  have  al- 
ready been  put  into  effect  or  are  in  various  stages  of 
execution.  This  momentum  should  not  be  lost,  and  con- 
tinued cooperation  of  officials  in  both  the  Executive 
Branch  and  the  General  Assembly  should  beencouraged. 
Agency  implementors  should  concentrate  on  achieving 
the  intended  result  of  the  various  recommendations  in 
line  with  the  overall  concepts  developed  by  The  Gover- 
nor's Review  - 1975.  In  some  instances,  revised  ap- 
proaches may  be  necessary  to  meet  this  objective.  To 
assure  realization  of  savings  and  operational  improve- 
ments, members  of  this  study  will  be  available  to  provide 
additional  guidance  and  support.  In  support  of  such  a 
program,  the  following  measures  are  proposed: 

• Initiate  implementation  by  Executive  Order.  This 
order  should  outline  the  Governor's  desire  for  sup- 
port in  implementing  the  intent  and  specifics  of  the 
report.  Since  many  recommendations  can  be  effec- 
tively carried  out  by  agency  officials,  their  interest 
and  full  cooperation  should  be  encouraged. 

• Appointa  full-time  implementation  coordinator.  This 
individual  would  be  responsible  for  developing  and 
monitoring  the  implementation  program  as  an  exten- 
sion and  continuation  of  this  study  and  the  business 
community's  concern  with  efficient,  effective  state 
government.  Responsible  directly  to  the  Governor, 
the  position  would  require  1 2 to  1 8 months  of  active 
participation.  The  coordinator  should  have  proven 
skills  in  management  and  communications. 

• Review  and  evaluate  all  recommendations.  The 
coordinator  should  discuss  proposals  with  appropri- 
ate government  officials.  Agency  heads  would  be 
asked  to  indicate  recommendations  which  have 


been  implemented  or  are  being  acted  upon.  Propos- 
als requiring  further  study  or  those  which  the  agency 
head  feels  cannot  be  accomplished  should  receive 
particular  attention.  These  interviews  will  faciliate 
development  of  the  vital  implementation  program. 

• Establish  coordination  with  legislative  leaders.  Be- 
cause this  study  has  probed  deeply  into  many  of  the 
most  difficult  management  problems  in  state  gov- 
ernment, legislative  action  will  be  required  to  ac- 
complish some  of  the  most  important  recom- 
mendations. A legislative  liaison  should  be  desig- 
nated to  aid  the  implementation  coordinator  and  to 
assure  that  prospective  bills  are  prepared  and  pres- 
ented in  the  most  effective  manner.  The  liaison 
would  provide  a needed  link  to  legislative  leaders 
and  committee  staff  personnel. 

• Utilize  agency  implementors.  The  organizational 
concept  utilized  under  the  previous  report  should  be 
continued.  Each  agency  should  assign  an  implemen- 
tor at  the  highest  level  to  aid  in  planning,  training, 
communication,  analysis  and  other  activities  needed 
to  assure  timely  implementation  of  proposals  where- 
ver practical  and  economically  feasible.  The  im- 
plementors report  to  their  respective  agency  heads 
but  accept  policy  and  procedural  guidance  from  the 
implementation  coordinator. 

• Develop  a formal  program.  Utilize  the  Office  of  Ad- 
ministration to  provide  staff  support.  This  organiza- 
tion should  aid  in  planning,  monitoring,  tabulating 
results,  resolving  disputes  and  providing  analytical 
services.  Where  further  study  is  required,  the  Office 
of  Administration  should  conduct  the  study,  coordi- 
nate local  level  management  service  studies  or  aid 
the  agencies  in  securing  outside  consulting  help. 
Agencies  should  be  aided  to  modify  proposals  where 
planning  review  or  analysis  indicates  a more  appro- 
priate solution.  As  long  as  the  intent  and  concept  of 
the  proposal  is  maintained,  the  specific  approach 
should  remain  flexible.  At  such  time  as  the  im- 
plementation coordinator  departs,  the  Office  of  Ad- 
ministration should  be  prepared  to  carry  on  the  im- 
plementation program  to  a reasonable  conclusion. 

• Measure  progress  and  review  results.  The  implemen- 
tation coordinator,  using  staff  services  provided  by 
the  Office  of  Administration,  should  monitor  and 
regularly  report  on  the  timeliness  and  extent  of  ac- 
complishment for  each  proposal.  A coding  system 
has  been  devised  which  permits  reporting  progress  in 
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a multiplicity  of  ways  for  various  analytical  purposes. 
Measurement  against  established  objectives  permits 
identification  of  problem  areas.  Progress  reports 
should  be  made  to  the  Governor  and  other  interested 
persons.  The  Governor  should  call  on  an  inde- 
pendent staff  such  as  the  Pennsylvania  Economy 
League  to  monitor  the  progress  of  implementation. 


Providing  services  to  the  people  as  efficiently,  expedi- 
tiously and  economically  as  possible  has  been  the  primary 
aim  of  this  study  project.  Achieving  this  goal  is  essential  to 
good  government.  The  Governor's  Review  - 1 975  hopes 
its  report  will  serve  as  a model  for  an  ongoing  review  of 
business  and  administrative  practices  in  Pennsylvania 
state  government. 


SEt  TIOX  LX 


Sponsoring  Orgnnixnt  ions 


The  Governor’s  Review  -1975 


^ . — . — — . . ....  a*-..*. 


SPONSORING  ORGANIZATIONS 


205 


Acme  Markets,  Inc. 

Aetna  Life  & Casualty 
*Air  Products  and  Chemicals,  Inc. 

*Alexander  Grant  & Company 
*Allegheny  Ludlum  Industries,  Inc. 

^Aluminum  Company  of  America 
American  Bank  and  Trust  Co.  of  Pa. 
^American  Can  Company 
American  Olean  Tile  Company 
American  Sterilizer  Company 
AMF  - York  Division 
^Arthur  Andersen  & Co. 

*Walter  G.  Arader  & Associates 
*ARA  Services,  Inc. 

Armstrong  Cork  Company 
^Atlantic  Richfield  Company 
Atlas  Textile  Company 
*Babcock  & Wilcox  Co. 

Bank  of  Central  Pennsylvania 
*The  Bell  Telephone  Company  of  Pennsylvania 
Berwind  Corporation 
Bethlehem  Fabricators,  Inc. 

* Bethlehem  Steel  Corporation 
Bradford  Publications  Inc. 

J.  E.  Brenneman  Company 
Brockway  Glass  Company,  Inc. 

Buell  Emission  Control  Division, 

Envirotech  Corporation 
Burroughs  Corporation 
*Butcher  & Singer 
Carpenter  Technology  Corporation 
*Caterpillar  Tractor  Co. 

Central  Penn  National  Bank 
Chilton  Company 

Cleaver-Brooks,  Div.  of  Aqua-Chem,  Inc. 

Colonial  Beef  Company 

Columbia  Gas  of  Pennsylvania,  Inc. 

Comcast  Corporation 
The  Commonwealth  National  Bank 
Commonwealth  Telephone  Company 
Consolidation  Coal  Company 
Container  Corporation  of  America 
Continental  Bank 
*Coopers  & Lybrand 
Copperweld  Corporation 
^Corning  Glass  Works 
The  Corry  Evening  Journal,  Corry,  Pa. 

Cyclops  Corporation 
Daily  Express,  Inc. 

J.  P.  Devine  Manufacturing  Company 

Dravo  Corporation 

Duane,  Morris  & FHeckscher 


E 1 1 i sco  Inc. 

*Equibank,  N.  A. 

ESB  Incorporated 

Fayette  Bank  and  Trust  Company 

Federated  Investors  Inc. 

*FIDELCOR,  Inc. 

First  Eastern  Bank,  N.  A.,  Wilkes-Barre,  Pa. 

First  National  Bank  of  Slippery  Rock 

The  First  National  Bank  of  Youngwood 

First  National  Bank  & Trust  Co.,  Washington,  Pa. 

*First  Pennsylvania  Bank 
Fischer  & Porter  Co. 

FMC  Corporation,  Chemical  Group 
Foote  Mineral  Company 
Franklin  Mint  Corporation 

Friendship  Federal  Savings  and  Loan  Association  of 
Pittsburgh 
*Fulton  Bank 

Gannett  Fleming  Corddry  and  Carpenter,  Inc. 

General  Coal  Company 
^General  Electric  Company 
General  Refractories  Company 
General  Telephone  Company  of  Pennsylvania 
Gilbert  Associates,  Inc. 

Girard  Bank 

Green  International,  Inc. 

Gulf  Oil  Corporation 
Hammermill  Paper  Company 
FHarbison-Walker  Refractories,  Division  of  Dresser 
Industries,  Inc. 

FHarsco  Corporation 
*Haskins  & Sells 
*Hay  Associates 

H.  J.  Heinz  Company 
Hershey  Estates 
Hershey  Foods  Corp. 

Flirsch,  Arkim,  Pinehurst  Inc. 

Honeywell 

INA  Corporation 

International  Business  Machines  Corporation 

I. T.E.  Imperial  Corporation 
IU  International  Corporation 

International  Telephone  and  Telegraph  Corporation 
Janney  Montgomery  Scott  Inc. 

Jones  & Laughlin  Steel  Corporation 
John  B.  Kelly,  Inc. 

Kennametal  Inc. 

Keystone  Foods  Corporation 
L.  Robert  Kimball,  Consulting  Engineers 
*Koppers  Company,  Inc. 

Lebanon  Chemical  Co. 

* Lebanon  Steel  Foundry 
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Lehigh  Structural  Steel  Co. 

The  Levinson  Steel  Company 
The  Lukens  Steel  Foundation 
Marine  National  Bank,  Erie,  Pennsylvania 
Oscar  Mayer  & Co. 

McConway  & Torley  Corporation 
*Mellon  Bank,  N.  A. 

The  Merchants  National  Bank  of  Allentown 
’"Merck  Sharp  & Dohme,  Division  of  Merck  & Co.,  Inc. 
*Merrill  Lynch,  Pierce,  Fenner  & Smith  Inc. 

Metropolitan  Edison  Company 
Mine  Safety  Appliances  Company 
Montgomery  Ward  & Co.,  Incorporated 
Nabisco,  Inc. 

National  Central  Bank 
National  Forge  Company 
National  Steel  Corporation 

*The  New  Jersey  Zinc  Company,  A Division  of  Gulf  + 
Western  Industries,  Inc. 

Northwest  Pennsylvania  Bank  & Trust  Co. 

Olin  Corporation  - Consumer  Products  Division, 
Fogelsville,  Pennsylvania 
William  M.  Orr  Company,  Inc. 

Paper  Manufacturers  Company 
Papercraft  Corporation 
*Peat,  Marwick,  Mitchell  & Co. 

The  Penn  Mutual  Life  Insurance  Company 
Pennsylvania  Bank  & Trust  Company 
*Pennsylvania  Blue  Shield 
*Pennsylvania  Electric  Company 
*Pennsylvania  National  Bank  & Trust  Co. 

*Pennsylvania  Power  & Light  Company 
*Pennwalt  Corporation 
The  Peoples  National  Bank  of  Lebanon 
The  Peoples  Natural  Gas  Company 
Pepperidge  Farm,  Incorporated,  Downingtown,  Pa. 
Philadelphia  Electric  Company 
Philadelphia  Merchants  Association 
*The  Philadelphia  National  Bank 
*Piper  Aircraft  Corporation 
Pittsburgh-Des  Moines  Steel  Company 
* Pittsburgh  National  Bank 
The  Polymer  Corporation 
*PPG  Industries,  Inc. 

*Price  Waterhouse  & Co. 

Provident  National  Bank 

Quaker  Chemical  Corporation 

Quaker  State  Oil  Refining  Corporation 

Reliance  Insurance  Companies 

Retail  Merchants  Association  of  Pittsburgh 

Ridgway  Publishing  Co.,  Ridgway,  Pennsylvania 


*Robertshaw  Controls  Co. 

H.  H.  Robertson  Company 
*Rohm  and  Haas  Company 
Rorer-Amchem,  Inc. 

St.  Joe  Minerals  Corporation,  Zinc  Smelting  Division 
SI  Handling  Systems,  Inc. 

*Scott  Paper  Company 
Sears,  Roebuck  and  Co. 

Sharon  Steel  Corp. 

Shenango,  Inc. 

SKF  Industries,  Inc. 

*SmithKline  Corporation 

*Sperry  New  Holland,  A Division  of  Sperry  Rand 
Corporation 

The  Spirit  Publishing  Company 
Spiro  & Associates 
Stackpole  Carbon  Company 
Stockton  Bates  & Company 
Sun  Oil  Company 

Systems  & Computer  Technology  Corporation  (SCT) 
’"Tasty  Baking  Company 
Teleflex,  Inc. 

Thiokol  Corporation 
3M  Business  Products  Sales,  Inc. 

Topps  Chewing  Gum,  Incorporated 
Mowers,  Perrin,  Forster  & Crosby 
UGI  Corporation 

Union  Bank  and  Trust  Company  of  Eastern  Pennsylvania 
*Union  Carbide  Corporation 
United  Engineers  & Constructors,  Inc. 

*United  States  Steel  Corporation 
United  Steelworkers  of  America 
Warnaco  Mens  Sportswear  Inc. 

Warner  Company 

The  Raymond  John  Wean  Foundation 
Weis  Markets 
West  Coast  Fund 
Western  Electric  Company 
*Westinghouse  Air  Brake  Co. 

*Westinghouse  Electric  Corporation 
*Roy  F.  Weston,  Inc. 

Wheelabrator-Frye  Inc. 

Wheeling-Pittsburgh  Steel  Corporation 
Whitman's  Chocolates  Division  of  Pet  Inc. 
Woodstream  Corporation 
Yarway  Corporation 

The  York  Bank  and  Trust  Company,  York,  Pa. 

York  Machinery  & Supply  Co. 

Arthur  Young  & Company 
Zurn  Industries,  Inc. 


*Contributed  personnel 
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"ability-to-pay"  concept,  131 
Academic  Programs,  Bureau  of,  17 
accounting  and  reporting,  90,  133,  31  5-324;  pp  134-137 
Act  101 ; see  Higher  Education  for  the  Disadvantaged 
Administration,  Bureau  of,  Department  of  Agriculture,  288 
Administration,  Correctional  Institutions,  198 
Administration,  Department  of  Revenue,  294 
Administration,  Office  of,  Department  of  Education,  11,  54,  75 
Administration,  Office  of,  Department  of  Property  and  Supplies,  345 
Administration,  Office  of,  Governor's  Office,  1 49,  I 76,  1 77,  225,  232, 
233,  254,  293,  295,  315,  325,  330,  364,  372,  374;  pp  123-125, 
p 134,  p 139 

Administrative  Code  of  1929,  381 

Administrative  and  Fiscal  Management,  Bureau  of.  Department  of 
Education,  26 

Administrative  Services,  244,  293;  p 85,  p 123 

Administrative  Services,  Bureau  of.  Department  of  Agriculture,  p 1 17 

Administrative  Services,  Bureau  of,  Department  of  Welfare,  218 

advertising,  362 

advisors,  board  of,  198 

affirmative  action,  52,  98,  255 

Affirmative  Action,  Bureau  of,  255 

Agriculture,  Department  of,  253,  285-288;  pp  117-119 

aircraft,  94 

Air  Quality  and  Noise  Control,  284 
air  travel,  361 
Allentown,  89,  1 78 
Allegheny  County,  160;  p 18 
alumni  directors,  35 

American  Association  of  Veterinary  Laboratory  Diagnosticians,  287 

Animal  Industry,  Bureau  of,  p 117 

applications,  motor  carrier,  291 

application  processing  system,  279 

appropriation  amounts,  318 

arbitration,  233;  see  also  grievances 

Ashland  State  General  Hospital,  192 

assessment,  diagnostic  and  classification,  199 

assistance, 

medical,  130,  144,  145,  146,  156,  157,  172;  p 47 
public,  137,  139,  140,  141,  142;  p 47 
see  also  Medicaid  and  MH/MR 
attorney  general,  195,  198,  360;  p 98 
auctions,  362 
audiovisual  materials,  49 

audit  control  of  operations,  Bureau  of  State  Lotteries,  297 
auditor  general,  3,  297;  p 98,  p 134 
Audits,  Bureau  of,  Civil  Service  Commission,  229 
Avondale  State  Police  Station,  397 

banks  and  state  bank  accounts,  43,  185,  310,  31 1,  326;  p 132 

bargaining  units,  employee,  223 

Basic  Education,  Office  of,  12,  13,  14;  p6 

Behrend  College,  p 29 

bids,  bidding;  see  competitive  bidding 

black  lung,  267,  268 

Bloomsburg  State  College,  19,  29,  32,  39,  44,  45,  75,  84;  pp  15-16 
Board  of  Education;  see  State  Board  of  Education 
Board  of  State  College  and  University  Directors,  20,  30,  42;  p 7 
bond  issues,  328 


funds,  p 1 37 

bottle,  liquor,  reclaiming  operations,  339 
Bridgeville,  160 

Budget  Analysis  Division,  321,  323 
budget  appropriations,  148 

Budget,  Office  of  the,  253,  255,  257,  259,  315,  316,  317,  318.  320,  32  I 
322,  345,  398;  p 134 

budgeting  and  budget  procedures,  26,  83,  147,316,317,321,322,  123 
building  construction,  128,  208,  271,  341,  342,  343,  344,  345 
administrative  procedures,  345 
design,  344 

engineers,  construction,  128 
engineering  standards,  343 
projects,  271 
school,  342 

bumper  tags,  state  vehicles,  373 

California  State  College,  46,  47,  48,  49;  p 16 
Camp  Hill,  200,  201,  210,  215 
campus  bank,  43 

Capitol  Campus  at  Middletown,  p 29 
Capitol  Police  Force,  352 
car  pools,  371 

carriers,  common  and  contract,  290 

cash  management  and  cash  flow,  33,  91,  310-314,  326;  pp  132-133 
catalogs,  school,  41,  42 
cattle,  288 

Central  Management  Information  Center  (CMIC),  Office  of 

Administration,  176,  197,  233,  235,  283,  284,  293,  330,  332; 
p 123,  p 134,  p 139 
Centrex  telephone  system,  1 62 
certification  hearings,  223 

CETA;  see  Comprehensive  Employment  Training  Act 
"Checklist  of  Official  Pennsylvania  Publications,"  253 
checks  and  check  processing,  310,  312 
Cheyney  State  College,  50-52,  87;  pp  17-18 
Children  and  Youth,  213,  214 

Children's  Preventive  and  Restorative  Services,  Bureau  of,  184 
Cigarette  and  Beverage  Taxes,  Bureau  of,  p 125 
civilian  employment,  398 
Civil  Service  Act,  238;  p 85 

Civil  Service  Commission  and  civil  service,  84,  127,  149,  161,  219, 
225,  226,  228,  229,  234,  235,  236,  237,  238,  239,  253,  295,  361 ; 
p 85 

application  documents,  237,  238 
candidate  selection  system,  235 
qualifications,  239 
examinations,  229,  235,  236 
Examinations,  Bureau  of,  229,  235,  237;  p 85 
merit  system,  228;  p 98 
provisional  employees,  229,  234 
testing,  361 

Clarion  State  College,  23,  53,  54,  108;  pp  18-19 
class  utilization,  85 

clerical  work  study;  see  performance  standards  and  measurements 
CMIC;  see  Central  Management  Information  Center 
coal,  276,  367 

Coal  Mine  Health  and  Safety  Act,  Title  IV,  267 
collection,  methods  and  procedures,  190,  196 
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Commerce  Department,  286 
commissary,  207 

commodity  code  classification  system,  386 
Commonwealth  Collections  Division,  196,  197 
Commonwealth  Data  Processing  Managers  Committee,  332 
The  Commonwealth  Mental  Health  Research  Foundation,  250 
Commonwealth  motor  fleet,  372;  see  also  motor  vehicles 
Commonwealth  Travel  Agency,  320 
community  service  centers.  Correctional  Institutions,  205 
compact,  subcompact  cars,  372 

competitive  bidding,  255,  360,  386,  387,  391;  see  also  procurement 
Comprehensive  Employment  Training  Act,  280 
Comptroller,  Office  of  the,  Department  of  Education,  8 
Connellsville  State  General  Hospital,  190,  194 
consolidation  and/or  closing  institutions  and/or  facilities,  61,  89,  133, 
147,  148,  152,  153,  154,  155,  157,  159,  160,  172,  178,  185,  190, 
192,  200,  294 
Constitution  of  1874,  381 

Construction  and  Maintenance,  Division  of,  Department  of  Public 
Welfare,  128,  173 

construction;  see  building  construction 
construction  equipment,  heavy,  282 
consulting  services,  255 

Continuing  Education  Division  at  Mansfield,  71 
contract  labor  and/or  services,  service  contracts,  9,  17,  53,  54,  65,  68, 
70,  79,  96, 1 29,  1 87,  21 8,  247,  269,  279,  329,  338,  341 , 352,  359, 
364,  387 

copying,  375,  376 
two-sided,  376 
equipment,  375 
see  also  printing 

Cornwells  Heights  Youth  Development  Center,  213,  214 

Corporation  Taxes,  Bureau  of,  p 125 

Correction,  Bureau  of,  198,  200,  204,  208;  p 74 

Correctional  Industries,  198,  209,  210,  217,  350;  p 74,  p 80,  p 8 1 

Correctional  Institutions,  198-208;  pp  74-80 

corrections  officers  and  matrons,  203 

cost  accounting  and  control,  26,  133,  169,  179 

Council  of  Basic  Education,  p 6 

Council  on  State  Government,  253 

County  Boards  of  Assistance,  135,  137;  p 40 

County  Collections,  Bureau  of,  p 125 

Cresson  State  School  and  Hospital,  155,  178 

Curriculum  Services,  Bureau  of,  12;  p 6 

dairy  farmers,  285 
Danville  State  Hospital,  178 

data  processing,  8, 1 3,  36,  37,  75,  88,  91 , 1 05, 1 1 3,  1 1 9, 1 22, 1 40, 1 45, 
163,  176,  177,  197,  210,  237,  254,  272,  283,  284,  288,  298,  302, 
314,  324,  330-333,  366;  pp  139-141 
Data  Processing,  Bureau  of,  Department  of  Public  Welfare,  141,  145 
Data  Processing,  Division  of  Department  of  Health,  186 
Data  Processing  Centers, 

Camp  Hill,  21 0 
Executive  Branch,  330 
Lincoln  University,  88 
Mansfield  State  College,  75 
Middletown,  288 
Penbrook  Computer  Center,  8 
state-owned  school  systems,  36 
University  of  Pittsburgh,  1 1 3 
diagnostic  and  classification  assessement  centers,  199 
Pittsburgh,  199 


Philadelphia,  1 99 
Dog  Law,  Bureau  of,  p 1 1 7 
Donolow  Memorial  Center,  Philadelphia,  185 
dormitories,  29,  30,  47,  53,  56,  58,  59,  63,  84,  102,  103,  1 17 
Doylestown  State  Police  Station,  397 
driver  improvement  schools,  403 
Drug  and  Alcohol  Abuse,  Governor's  Council  on,  159 
drug  and  alcohol  units,  159 
drug  distribution,  189 
drug  inventory,  EDP  system,  177 
duplicating;  see  printing  and  duplicating;  also  copying 

East  Stroudsburg  State  College,  55,  56,  57,  58,  59;  p 19 
Eastern  Pennsylvania  Psychiatric  Institute,  158 
Ebensburg  State  School  and  Hospital,  166 
Edinboro  State  College,  11,  38,  60,  61,  62;  p 20,  p 21 
EDP;  see  Data  Processing 
Education,  1-120 

Education,  Department  of,  1-1  1,  201,  210,  244,  252,  257,  341,  342, 
380;  pp  1-6,  p 139,  p 156 

educational  institutions, see  state-owned  institutions  (educational),  and 
state-related  universities 

Electronic  Data  Processing,  Office  of.  Department  of  Labor  and 
Industry,  272 

Electronic  Data  Processing,  Bureau  of,  Department  of  Revenue,  p 125 

Elizabethtown  Hospital  for  Children  and  Youth,  184 

Embreeville  State  Hospital,  157 

emission  control,  371,  404 

employee  benefit  programs,  357 

employee  exchange  program,  4 

employee  turnover,  227 

Employment  Security,  Bureau  of.  Department  of  Labor  and  Industry, 
219,  270 

encumbrances,  11,  316 

energy  and  energy  conservation,  38, 181, 365,  371 ; see  also  Governor's 
Energy  Council 

engineering  standards;  see  building  construction 
enterprise  funds,  p 137 
Environmental  Control,  Bureau  of,  366 
environmental  agencies,  275 

Environmental  Resources,  Department  of,  168,  252,  253,  274-284; 

pp  1 14-1 17,  p 139 
Ephrata  State  Police  Station,  397 
Equal  Opportunity,  Office  of,  16,  17 
Equal  Rights  and  Opportunity,  1 
Equal  Rights,  Office  of,  Office  of  Basic  Education,  p 6 
evaluator  payments,  17 
Examinations,  Bureau  of;  see  Civil  Service 

examinations  (licensing),  244;  see  also  Civil  Service,  Motor  Vehicles 

Executive  Board,  256;  p 123 

Executive  Branch;  p 98 

exit  interviews  of  employees,  227 

Facilities  Operation  and  Maintenance  Management;  see  also 

consolidation/closing  institutions/facilities;  29,  39,  48,  53,  54,  55, 
58,  61,  65,  68,  74,  80,  96,  106,  111,  1 17,  171,  181,  218,  359, 
364-367;  pp  156-158 
Fairview  State  Hospital,  Waymart,  208 
farm  operations,  174 
Farm  Show,  Bureau  of,  p 1 1 7 

fees,  117,  265,  266,  281,  286,  288,  290,  292,  319,  399,  403 

Fern  Ridge  State  Police  Station,  397 

Finance,  Division  of,  Department  of  Public  Welfare,  145 
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Financial  Management,  293-340 

Financial  Management,  Bureau  of,  Office  of  Administration,  234,  253, 

293,  312,  313,  318,  326;  p 123,  p 134 
fire  protection,  1 73 
Fiscal  Code,  31 1 

fiscal  management,  190,  193;  see  also  cash  management 

Fiscal  Management,  Bureau  of,  Department  of  Public  Welfare,  121, 

133,  151,  170 

Fiscal  Management,  Bureau  of,  Department  of  Revenue,  p 125 

Fogelsville  campus,  89 

Fogelsville  State  Police  Station,  397 

food  management,  77,  79,  80,  103,  104,  121,  171,  206,  392-396; 
p 167,  p 168 

Foods  and  Chemistry,  Bureau  of,  p 117 

Food  Service  Management,  Bureau  of,  Department  of  Property  and 
Supplies,  392,  396 
food  stamps,  p 47 
forests,  state,  280 
Forestry,  Bureau  of,  282 

State  Forest  Management,  Division  of,  280 
forestry  camps,  youth;  see  Youth  Development  Centers  and  Forestry 
Camps 

Frackville  State  Police  Station,  397 
fringe  benefit  plans,  222,  229,  357 
"front-end"  processor,  283 
fuel  consumption,  vehicle,  372 
funds,  p 1 37 
funds,  lapsing,  318 
fund  managers,  328 
fund  raising,  34,  35 

Gantt  Chart  methods,  278 
Gehring  Health  Center,  60 

General  Services,  Department  of,  253,  341,  342,  345,  352,  365 

General  State  Authority,  344 

Government  Donated  Food,  Bureau  of,  392 

Governor's  Commission  on  Human  Services,  122,  242 

The  Governor's  Committee  on  Diabetes  and  Blindness,  250 

Governor's  Council  on  Drug  and  Alcohol  Abuse,  159 

The  Governor's  Review  - 1972,  229,  257,  342 

Governor's  Energy  Council,  365,  367 

The  Governor's  Task  Force  on  Hypertension,  250 

The  Governor's  Task  Force  on  Venereal  Disease,  250 

grant  coordination,  1 

Graphic  Communications,  Bureau  of,  375,  376,  377 
graphics,  p 123 

grievances,  127,  222,  224,  228;  see  also  arbitration 
Grounds  and  Buildings,  Bureau  of,  351,  358,  363 
group  life  insurance,  356 

Hamburg  State  School  and  Hospital,  178 
Hamburg  State  School,  155 
Harrisburg  State  Hospital,  260 
Harrisburg,  133,  158,  163,  190,  250 
Haverford  State  Hospital,  175 
Hazleton  State  General  Hospital,  192 

health  centers;  see  also  Hershey  Medical  Center;  57,  58,  60,  64,  70,  73, 

76, 183 

Health,  Department  of,  181-189,  190,  252,  253;  pp  67-70,  p 139 
Health-Education  Management  Information  Center  (HEMIC),  p 139 
Health,  Education  and  Welfare,  U.  S.  Department  of,  173,  242,  269 
Health,  Hospitals  and  Correction,  181-218 
health  insurance,  70,  119 
heating,  heating  plants,  181,  367 

Note:  All  references  pertain  to  recommendation  numbers 


HEMIC;  see  Health-Education  Management  Information  Center 
Hershey  Medical  Center,  91,  92,  96,  184;  p 29 
HEW;  see  Health,  Education  and  Welfare,  U.  S.  Department  of 
Higher  Education  for  the  Disadvantaged  Program  (Act  101 1,  16,  17 
Higher  Education,  Office  of,  15-18;  p 6 

highway  maintenance  and  construction,  391 , 400,  402;  p 1 58,  p 1 70, 
p 171 

Hollidaysburg,  152,  178 
hospital  collection  procedures,  196 

Hospitals,  State General;see also  individual  institutions;  1 90-1 94;  p 70 

homemaker  services,  129 

housemothers,  47,  56,  63,  84 

Human  Resources,  219-292 

human  services  delivery  system,  122,  151 

impact  measurement,  317 

incentive  program  for  managers,  259 

income;  see  investments  and  investment  income 

Income  Maintenance,  Office  of,  136-146;  pp  47-52 

income  tax;  see  taxes 

Indiana  University,  36,  38,  48,  63,  64,  79;  p 21 

Industries,  Correctional  Institutions;  see  Correctional  Industries 

information  retrieval  system,  233 

information  system,  232,  298 

Inmate  General  Welfare  Funds,  207 

inspection,  253 

Institutional  Engineering  Advisory  Service,  Penn  State,  365,  367 
Institutional  Management,  Office  of.  Department  of  Public  Welfare,  121 
Instructional  Support  Services,  Bureau  of,  14;  p 6 
insurance,  70,  1 19,  185,  222,  229,  230,  260,  354,  356,  357 
fringe  benefit  plans,  222,  229,  357 
group  life  insurance,  356 
health  insurance,  70,  119 
Insurance,  Bureau  of,  356 
insurance  carriers,  185,  356 
insurance  fund  law,  354 
insurance,  motor  vehicle,  346,  354,  368 
insurance  premiums,  230 
insurance  program,  230 
insurance  rate  review  and  adjustment,  356 
loss  control,  vehicle,  354 
no-fault  insurance  law,  354 

State  Workmen's  Insurance  Fund  claims  processing,  260 
see  also  social  security,  pension  plans,  unemployment  compensation 
integrated  human  service  delivery  systems;  see  delivery  systems 
interest  income;  see  investment  income 
interest  on  late  payments  due  state,  31 1 
intermediate  care  centers,  167 

inventory  and  inventory  control,  105,  115,  177,  179,  188,  338,  377, 
382,  384,  390,  396 
investment  advisor,  325,  326,  328 

investments  and  investment  income,  5,32,33,  1 94,  230,  263,  3 1 0,  3 1 1 , 
312,  313,  325-329,  356,  384,  406;  pp  137-139 
interest  income,  311,  312,  356 
investment  portfolios,  327,  328 
short-term  investments,  325,  326 

Johnstown,  260,  262 

joint  utilization  of  services,  134 

Justice,  Department  of,  1 94,  1 95-197,  294;  pp  73-74,  p 1 41 , p 1 56 

key  item  reporting,  249 
King  of  Prussia  Center,  p 29 
Kiski  Valley  State  Police  Station,  397 
Kutztown  State  College,  65-69;  pp  21-23 

except  where  page  numbers  are  indicated  as  p,  pp. 


210 


Labor  and  Industry,  Department  of,  168, 1 73,  253,  260-273,  330;  p 110 
labor  relations,  222,  233;  see  also  Personnel  and  Labor  Relations, 
grievances 

Labor  Relations,  Bureau  of,  219,  224,  231,  240;  p 123 
Labor  Relations,  Office  of  Administration,  293 
Labor,  U.  S.  Department  of,  270 

Laboratories,  Bureau  of,  Department  of  Health,  187,  188 
laboratory  schools,  27 
laboratory  testing  services,  187 

land  and  space  management,  74,  143,  175,  254,  346;  see  also  real 
estate  and  real  property  management 
lapsing  funds,  318 

laundry  services  and  facilities,  178,  218 
Laurelton  State  School  and  Hospital,  153,  178 
learner's  permits,  41 1 

Leasing  and  Contracts  Division,  Department  of  Property  and  Supplies, 
349 

leasing  program,  vehicle,  368 

leases  (real  estate);  see  land  and  space  management 
leave  of  absence,  232 

Legal  Counsel,  Office  of,  Department  of  Public  Welfare,  130,  131 

Legislative  and  Program  Liaison  Office,  p 1 17 

liability  insurance,  vehicle,  368 

libraries,  48,  74,  135,  253 

Library  of  Congress,  48 

licensing,  licenses,  189,  244,  279,  319,  333,  337,  400;  p 168 

Licensing,  Bureau  of,  337 

lieutenant  governor,  198,  253;  p 98 

Life  Safety  Code,  153,  155,  173 

Lincoln  University,  87-88;  p 28,  p 29 

Liquid  Fuels  Tax,  Bureau  of,  p 125 

Liquor  Control  Board,  253,  334-340;  pp  141-143 

liquor  license,  transfer  tax,  337 

Liquor  Purchases,  Bureau  of,  339 

liquor  stores,  334,  335,  338 

Lock  Haven  Hospital,  70 

Lock  Haven  State  College,  23,  70 

loss  control,  motor  vehicle  insurance;  see  motor  vehicle 
lottery;  see  state  lottery 

mail  distribution,  1 16;  see  also  messenger  services 
mailing  costs,  266 
management  analysts,  374 

management  by  objectives,  225,  253,  254,  255,  257,  259 
Management  Directive,  256 

Management  Division,  Correctional  Institutions,  207 
management  effectiveness,  60,  71,73,  121,  132,  156,  163,  164,  165, 
190,  205,  212,  241,  242,  254,  364,  374;  see  also  organizational 
effectiveness 

management  information  system/reports;  see  also  Medicaid 
Management  Information  System  and  Medical  Assistance 
Reporting  System;  298,  380 
management  review,  3,  20 
management  services,  254 

Management  Services,  Bureau  of,  1,  36,  21  3,  232,  233,  237,  244,  249, 
253,  254,  255,  256,  257,  278,  293,  330,  380;  p 123,  p 125,  p 139 
Management  Support  Services,  Bureau  of,  Office  of  Basic  Education, 
P 6 

manning  evaluation,  334,  401 

Manpower  Planning  and  Development,  Bureau  of,  127 
Manpower  Planningand  Special  Studies  Division,  Bureau  of  Personnel, 
252 

manpower  utilization  and  office  procedures;  see  office  procedures  and 
manpower  utilization 


Mansfield  State  College,  71  -75;  p 23,  p 24 
Markets,  Bureau  of,  p 1 17 
Master  Plan  for  Higher  Education,  15,  19;  p 6 
Mayview  State  Hospital,  152,  160,  178 
outpatient  clinic,  1 60 
meal  plans;  see  food  management 
Medicaid,  146 

Medicaid  Management  Information  System  (MMIS),  144,  145,  146 

medical  assistance;  see  assistance 

Medical  Assistance,  Bureau  of,  144,  146 

Medical  Assistance  Reporting  System  (MARS),  145 

medical  centers;  see  Hershey  Medical  Center,  health  centers 

medical  services;  see  health  centers 

Mental  Health  and  Welfare,  121-180 

Mental  Health  and  Mental  Retardation  Act  of  1 966,  130, 143,  147;  p 52 
Mental  Health  and  Mental  Retardation  Institutions,  147-180 
mental  health  and  mental  retardation  programs,  131,  148,  149,  151, 
161,  166,  167,  168,  170 
community  level,  148,  149,  167 
financial  liability  for  relatives  of  patients,  131 
mentally  retarded  interim  care  facilities,  151 
mentally  retarded  self-feeding,  166 
performance  standards  accounting  system,  170 
research  projects,  163 
merit  system,  21 9 
merit  tests,  229 

messenger  services,  294;  p 123 

microfilm,  186,  273,  412 

Middletown,  288;  p 29 

mileage,  vehicle,  371,  372 

The  Military  Advisory  Commission,  250 

Milk  Marketing  Act,  285 

Milk  Marketing  Board,  285 

Millersville  State  College,  76,  77;  p 25 

mineral  resources  and  mineral  rights,  277 

minimum  wage;  see  prevailing  minimum  wage 

motor  carrier  applications,  291 

motor  clubs,  41 1 

Motor  License  Division,  Bureau  of  Motor  Vehicles,  409 
Motor  License  Fund,  400 

motor  vehicles,  93,  346,  354,  358,  368-373,  399,  401,  404,  406-412 
fleet  management,  93,  346,  354,  358,  368-373;  pp  158-161 
inspection,  399,  401,  404 
liability  insurance,  346 
loss  control,  354 
registrations,  407,  409 
specifications  for,  372 
see  also  Transportation,  Department  of 
Motor  Vehicles,  Bureau  of,  Department  of  Transportation,  406-412; 
pp  172-176 

Motor  Vehicle  Code,  399,  403,  404 

Motor  Vehicle  Sales  Tax  Division,  Department  of  Revenue,  406 
Muncy  State  Hospital,  199 

National  Driver  Registry  Service,  41 1 
national  guard,  p 1 1 2 

National  University  Extension  Association,  89 

New  Castle  Youth  Development  Center,  186,  218 

New  View,  201 

no-fault  insurance  law,  354 

nonmerit  system  staff,  234 

nonsupervisory  employees,  226 

Norristown  State  Hospital,  157,  176 

North  Carolina,  1 46 


Note:  All  references  pertain  to  recommendation  numbers  except  where  page  numbers  are  indicated  as  p,  pp. 


Northeastern  Pilot  Project,  167 
North  Office  Building,  378 

Nursing  Homes  and  Hospitals,  Division  of.  Department  of  Labor  and 
Industry,  269 

nursing  homes,  facilities,  care  centers,  129,  157,  167,  269 
nursing  personnel,  position  requirements,  191 
nursing  schools,  1 92 

Occupational  and  Industrial  Safety,  Bureau  of,  Department  of  Labor  and 
Industry,  253,  266,  269 

Occupational  Injury  and  Disease  Compensation,  Bureau  of,  265,  267, 
268,  273 

office  facilities,  consolidation  of,  13,  37,  46,  260,  294,  397 
office  procedures  and  manpower  utilization,  51,  66,  139,  204,  240, 
244,  278,  279,  294,  295,  312,  321,  363,  374,  378,  388,  41  1 
Office  Services,  294 

Office  Systems  and  Operations,  374-377;  p 161 
Ohio,  176 

open-admissions  policy,  p 28 
Operations,  Department  of  Revenue,  294 
organization  charts, 

Department  of  Public  Welfare,  present  organization,  p 41 
Department  of  Public  Welfare,  proposed  organization,  p 41 
Proposed  Functional  Organization,  Regional  Office,  p 42 
Board  of  Probation  and  Parole,  present  organization,  p 75 
Bureau  of  Correction,  present  organization,  p 75 
Department  of  Correction,  proposed  organization,  p 76 
Department  of  Employee  Relations,  proposed  organization,  p 86 
Office  of  Administration,  present  organization,  p 124 
Executive  Branch  Operations,  proposed  organization,  p 99 
Department  of  Revenue,  proposed  organization,  p 126 
Office  of  Administration,  proposed  organization,  p 124 
Department  of  Education,  present  organization,  p 2 
Department  of  Education,  proposed  organization,  p 3 
Organizational  Effectiveness,  241-256 
organization  studies,  254 

paper,  42,  377,  383 

parking  and  parking  lots,  44,  65,  67,  72,  78,  104,  286,  360 

The  Parkway  Commission  of  Pennsylvania,  250 

patient  funds  and  accounts,  130 

patronage  jobs,  228 

payroll  data,  230,  313,  405 

PennDOT;  see  Transportation,  Department  of 

Pennhurst  State  School  and  Hospital,  156,  157 

Pennsylvania  Economy  League,  253,  259 

Pennsylvania  Higher  Education  Assistance  Agency  (PHEAA),  7,  86 
PHEAA  grants,  7 

Pennsylvania  Labor  Relations  Board,  223 
The  Pennsylvania  Public  Safety  Commission,  250 
Pennsylvania  Rehabilitation  Center,  262 
Pennsylvania  State  Police;  see  police 

Pennsylvania  State  University,  48,  71 , 89-96,  114;  pp  29-31 ; see  also 
Hershey  Medical  Center 

pension  plans,  6,  300-309,  327,  328;  pp  129-132,  p 137 
performance  standards  and  measurements,  20,  51 , 1 70, 1 83, 1 95,  225, 
226,  254,  257,  259,  316,  327,  328,  334,  363,  401,  402 
accounting  and  reporting  system,  170 
appraisal  and  review,  195,  327 
manning  evaluation,  334,  401 
measurement  study,  51,  183 
performance  evaluation,  225,  226 
schedules,  402 
standards,  363 


work  flow  analysis,  254 
Personal  Income  Tax,  Bureau  of,  294;  p 125 
Personnel  and  Labor  Relations,  219-240;  pp  85-98 
Personnel,  Bureau  of.  Department  of  Education,  4 
Personnel,  Bureau  of,  Office  of  Administration,  22,  23,  127,  219,  221 
226,  227,  244,  252,  254,  255,  293,  357;  p 123 
personnel  information  system,  Department  of  Revenue,  298 
Personnel,  Office  of,  161 

personnel  practices,  22,  127,  202,  219,  220-240,  254,  255,  324 

Personnel  Resource  Management  Information  System  (PREMIS),  298 

Philadelphia,  1 42,  1 44 

Philadelphia  State  Hospital,  157,  348 

Philipsburg  State  General  Hospital,  190,  192 

Physical  Plant  and  Construction,  Division  of,  Department  of  Education, 
39,  342 

Physical  Resources,  341-412 
physicians'  agreement,  185 
Pittsburgh  Council  for  Higher  Education,  113 
Pittsburgh,  University  of,  48,  108-120,  158;  pp  33-37 
Press,  1 18 

School  of  Medicine,  110 
Titusville  Campus,  108 
University  Health  Services  Corporation,  110 
placement  offices,  37 

Planning,  Bureau  of,  Office  of  Higher  Education,  15 
Planning  and  Evaluation,  Office  of  Basic  Education,  p 6 
planning,  long-range,  15,  19,  87,  147,  149,  242,  259,  274,  277,  282, 
333,  397 

Planning  and  Research  Division,  Correctional  Institutions,  199 
Planning  Research,  Bureau  of,  p 117 
Plant  Industry,  Bureau  of,  p 117 
pneumoconiosis;  see  black  lung 

Police,  Pennsylvania  State,  368,  369,  397-399,  400,  41 1 ; pp  1 68-170 
civilian  employment,  398 
fleet,  p 1 58 

municipal  police  training,  p 168 
Police  Stations,  397 

police  protection,  security,  65,  294,  352 
Capitol  Police  Force,  352 
policy  board,  1 98 

portfolios,  stocks  and  bonds;  see  investment  income 

position  classification,  224 

postage,  360;  see  also  mailing  costs 

Pottsville,  260 

power  demand  control,  366 

prevailing  minimum  wage,  271,  272 

Prevailing  Wage  Division,  Department  of  Labor  and  Industry,  271 , 272 
printing  and  duplicating,  42,  95,  114,  118,  180,  294,  375,  376;  p 123 
Probation  and  Parole,  Board  of,  198 

procurement,  9,  11,40,  46,49,  66,  105-108,  112,  121,  125,  188,217, 
342,  352,  358,  360,  372,  375,  377,  378-391;  pp  163-167 
productivity,  21,  143,  225,  254,  257-259,  316,  332,  374,  393; 
pp  107-110 
faculty,  21 
food  service,  393 
improvement,  254 
measurement,  257 
per  unit  of  output,  316 
programmers,  332 
trend  chart,  257 

Professional  and  Occupational  Affairs,  Bureau  of,  244,  319,  333 
Professional  Standards  Review  Organization,  144 
Program  Division,  Correctional  Institutions,  199 
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Program  Planning  Guide,  322 

Programs  and  Facilities,  Correctional  Institutions,  198 
Program  Services  Division,  Correctional  Industries,  210 
Property  and  Supplies,  Department  of,  40,  43, 180,  240,  253,  341-363, 
366,  368,  372,  380,  382,  384,  387;  p 139,  pp  145-156,  p 158 
Property  Tax  Assistance  Bureau,  294,  297,  314;  p 125 
provisional  civil  service  appointees,  229,  234 
Public  Act  249,  131 
public  convenience,  certificate  of,  292 
Public  Employe  Act  of  1947,  229 
Public  Employe  Relations  Act  195,  229 
Public  Information  Office,  p 117 
Public  Law  681 , 190 
public  sales,  362 

Public  School  Employees'  Retirement  Board;  see  pension  plans 
Public  School  Employees'  Retirement  Fund;  see  pension  plans 
Public  Utilities  Commission,  253,  289-292;  pp  119-121 
Public  Utility  Law,  Section  1311  of,  292 
Public  Welfare  Code,  161 

Public  Welfare,  Departmentof,  121-135,  1 90, 1 94,  252,  341 , 348,  380; 

pp  40-47;  see  also  Income  Maintenance,  MH/MR  institutions 
publishing,  42,  1 18;  see  also  printing  and  duplicating 
Purchases,  Bureau  of,  40,  350,  360,  378,  380,  381, 383,  385,  386,  391 ; 
p 163 

purchase  orders,  field,  384 

purchasing;  see  procurement 

Purchasing  and  Supplies,  Department  of,  390 

Quakertown  State  Police  Station,  397 

Rates  and  Research,  Bureau  of,  Public  Utilities  Commission,  291 
ratio  analyses,  253 

real  estate  and  real  property  management,  45,  58,  62,  69,  81,  174, 
346-350,  362 

Real  Estate,  Bureau  of,  8,  45,  62,  69,  81,  174,  346-349 
Real  Estate  Management,  Division  of,  proposed,  45,  62,  69 
realtors,  349 

Records  Maintenance,  244 

Records  management,  238,  244,  254,  273,  412 

Regional  and  Local  Health,  182,  183 

regional  boundaries,  catchment  areas,  (MH/MR),  150 

regional  concept,  Civil  Service  Commission,  236 

regional  health  offices,  182 

Regional  Higher  Education  Planning  Council,  108 

regionalization,  121,  199,  242 

Regional  Planning  and  Development  Agency,  242  registrars  (of  wills), 
295 

registrations,  279 
reopener  provision,  230 

reorganization,  1 , 2, 1 2,  55,  65, 66,  82,  83,  98, 1 1 1 , 1 1 2, 1 21 , 1 37, 1 82, 
198,  209,  219,  242,  244,  289,  293,  294,  315,  333,  341, 346,  347, 
350,  352,  363-365,  368,  392,  406 
see  also  organization  charts 

Research  and  Development,  Bureau  of,  State  Police,  397 

Research  and  Statistics,  Bureau  of.  Department  of  Revenue,  p 125 

research  findings  and  studies,  Department  of  Public  Welfare,  135 

Research  and  Training,  Bureau  of,  158 

residences,  student;  see  dormitories 

retirement,  mandatory,  203 

Retirement  Study  Commission,  301 

retirement  systems;  see  pension  plans 

Revenue,  Department  of,  294-299,  312,  406;  p 125 

review,  annual,  of  all  boards,  commissions,  councils,  251 

Rockview  State  Correctional  Institution,  201 

Rural  Affairs,  Bureau  of,  p 1 18 


sabbatical  leaves,  25 

Sales  and  Use  Tax,  Bureau  of,  294;  p 125 
scanning,  civil  service  applications,  237 
school  construction;  see  building  construction 
School  Employees'  Retirement  Fund,  325,  327,  328;  p 1 29,  p 1 37;  see 
also  pension  plans 
schools, 

driver  improvement,  403 
laboratory,  27 

School  Social  Work  Services  Section,  Office  of  Basic  Education,  14 

Scranton  State  General  Hospital,  191,  192 

Secretarial  Bureau,  Public  Utilities  Commission,  289 

secretaries,  personal,  254 

security,  security  forces;  see  police  protection 

self-insurance  program,  354,  355 

Selinsgrove  State  School,  153,  178 

Senate  Bill  132,  198 

senatorial  scholarships,  86 

service  contracts;  see  contract  labor  and/or  services 
sheet  transfer,  310 
Shenango  Valley  Campus,  61 
Shippensburg  State  College,  39,  65,  78;  pp  25-26 
sinking  funds,  p 1 37 

Slippery  Rock  State  College,  23,  27,  48,  79-81;  p 26 

social  and  welfare  services,  1 29 

social  security,  263,  301,  302,  307,  308 

solid  waste-resource  recovery,  p 114 

Somerset  State  Hospital,  152 

Southeastern  State  School  and  Hospital,  156 

Southeast  Pennsylvania  Institutional  Area  Service  Unit  (SPIASU),  132, 
133,  134,  178,  214 

South  Mountain  Restoration  Center,  154 

Space  and  Facilities  Management,  Bureau  of,  8,  175,  277,  346 

space,  office,  240 

space  utilization  and  management;  see  land  and  space  management 

Special  and  Compensatory  Education,  Bureau  of,  13;  p 6 

Special  Programs,  1 

special  revenue  funds,  326;  p 168 

speed  limits,  371 

staffing  survey,  335 

Staff  Services,  Bureau  of,  Department  of  Education,  9 
Standards,  Bureau  of,  Property  and  Supplies,  372,  373,  389 
Standard  Weights  and  Measures,  Bureau  of,  p 1 17 
State  Board  of  Education,  p 1,  p 6 

State  College  and  University  Budgeting  System  (SCUBS),  26 
State  College  and  University  Directors;  see  Board  of  State  College  and 
University  Directors 

State  Employees'  Retirement  Fund;  see  pension  plans 
State  Farm  Show  Complex,  286 
State-Federal  Crop  Reporting,  Bureau  of,  p 117 
State  Lotteries,  Bureau  of,  297;  p 125 
state  lottery,  p 1 25 
State  Lottery  Commission,  297 
State  Military  Reservation  Commission,  250 
State  Mineral  Management,  Bureau  of,  277 
state-owned  colleges  and  university,  comparison  of,  p 8 
state-owned  institutions  (educational),  19-42;  see  also  individual 
school  listing 

State  Planning  and  Development,  Office  of,  242,  275 
State  Police;  see  police  protection 
State  Public  School  Building  Authority,  342 
state-related  universities,  85-86 
see  also  individual  university  listing 


Note:  All  references  pertain  to  recommendation  numbers  except  where  page  numbers  are  indicated  as  p,  pp. 


213 


State  Stores,  Bureau  of,  338 
State  Treasurer;  see  treasurer,  state 
State  Workmen's  Insurance  Fund  claims  processing,  260 
Statistics,  Division  of,  Department  of  Education,  8 
Stores  System  Records,  Liquor  Control  Board,  335 
strikes,  public  employee,  229,  230 
benefits  to  striking  employees,  230 
strike  restraints,  229 
Student  Government  Association,  43 
Sunbury,  260 

supervisory  personnel,  223,  226,  231 
supplemental  security  income,  p 47 
supply  contracts,  391 

Surface  Mine  Reclamation,  Bureau  of,  276 
Surplus  State  Property  Division,  warehouse,  362 
Surplus  Property,  Bureau  of,  350 
surgical  services,  184 
systems  design,  254 

Systems  Management,  Bureau  of,  Office  of  Administration,  279,  282 

taxes,  292,  294,  295,  299,  337;  p 125 
cigarette  and  beverage,  292 
collection  of,  294 
federal  tax  returns,  299 
income  tax,  p 1 25 
inheritance,  295 
liens,  294 

Motor  Vehicle  Sales  Tax  Division,  Department  of  Revenue,  406 
personal  income  taxes,  294 
receivable  files,  294 
sales  and  use  taxes,  p 125 
transfer  tax  (liquor  license),  337 
Teacher  Certification  and  Education,  1 
Teacher  Certification,  Bureau  of,  18 
teacher  certification  fee,  18 
Teachers  Pension  System,  301 
telecommunications  and  teleprocessing,  283,  332 
telephone  system,  162 
temperature  controls,  359 
Temple  University,  97-107,  156;  pp  31-33 
testing,  civil  service,  236 
see  also  Civil  Service  Commission 
testing  services,  laboratory,  187 
Texas,  146 

timber  management,  280 
time  deposits,  310 
time/motion  study,  378 
Titusville  Campus,  108 
Torrance  State  Hospital,  152 
traffic  convictions,  403 

Traffic  Safety,  Bureau  of;  see  Transportation,  Department  of 
training,  200,  221,  222,  255,  257 
correctional  training  academies,  200 
management  training,  221,  222,  257 
sensitivity  training,  255 

Training  Division,  Bureau  of  Personnel,  221,  222,  255 
Transportation,  Bureau  of,  Public  Utilities  Commission,  290,  291 
Transportation,  Department  of,  253,  330,  369,  370,  372,  380-391, 399, 
400-405;  p 158,  p 168,  pp  170-172 
Operator  Improvement  Division,  403 
PennDOT  fleet,  372 
Traffic  Safety,  Bureau  of,  399 
travel,  air,  361 
travel  expenditures,  10,  320 


Travel  Office,  361 

treasurer,  state,  310,  312,  328;  p 98,  p 129,  p 132,  p 134 
Treasury  Department,  33,  141,  142,  145,  358 

Public  Assistance  Disbursements,  Bureau  of.  Treasury  Department, 
145 

Treasury  Cash  Assistance  Disbursements  Office,  141 
trust  and  agency  funds,  p 137 
tuition,  28,  1 92 

tuition  refund,  31 , 100 
turnpike,  p 1 68 
Turnpike  Division,  398 

unemployment  compensation,  24,  265,  354;  p 1 10 
unions,  224,  229,  230,  233 
union  agreement,  233 
union  contracts,  230 
unionization,  229 
Unit  II  employees,  22 

U.  S.  Department  of  Health,  Education  and  Welfare,  see  Health 
Education  and  Welfare,  U.  S.  Department  of 
U.  S.  Department  of  Labor,  270 
University  Consulting  Services  Corporation,  99,  109 
University  Health  Services  Corporation;  see  Pittsburgh,  University  of 
utilization  review,  145,  262 

vandalism,  21 4 

Vecchione  v.  Wohlgemuth,  130 
Venango  Campus,  108 
vendor,  386,  389 

vendor  source  procedures,  386 
Veterans  Educational  Affairs,  1 
veterinary  diagnostic  laboratories,  287 

Vital  Statistics  Division,  Bureau  of  Administrative  Services,  186 
Vocational  Education,  Bureau  of,  1,  8;  p 6 
vocational  rehabilitation  programs,  p 110 

Volunteer  Resources,  Division  of,  Department  of  Public  Welfare,  252 
volunteer  services,  252 

warehouses  and  warehousing,  294,  338,  339,  350,  380,  390,  392; 

p 141 

Kingston,  339 
Philadelphia,  339 
Pittsburgh,  339 

Warehouse  Division,  Bureau  of  Management  Services,  350 
Warrendale  Youth  Development  Center,  218 
water  well  drillers,  281 
wearing  apparel,  217 
Wernersville  State  Hospital,  178 

West  Chester  State  College,  35,  36,  82-84,  88;  pp  26-27 
Western  Psychiatric  Institute  and  Clinic,  158 
Western  State  School  and  Hospital,  178 
wholesale-only  liquor  outlets  in  Philadelphia,  340 
wholesale-only  liquor  outlets  in  Pittsburgh,  340 
Wilkes-Barre,  260,  261 
William  Penn  Memorial  Museum,  361 
withholding  funds,  313 
Woodville  State  Hospital,  152,  178 

work  flow  analysis,  measurement  study,  schedules,  standards;  see 
performance  standards  and  measurements 
working  capital  funds,  p 137 

workmen's  compensation;  see  unemployment  compensation 

Youth  Development  Centers  and  Forestry  Camps,  211-218;  pp  81-83 
Cornwells  Heights,  213,  214 
student  maintenance  costs,  216 


Note:  All  references  pertain  to  recommendation  numbers  except  where  page  numbers  are  indicated  as  p,  pp. 
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